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ABSTRACT
“Change is messy, no matter how much you plan for it.” The purpose of the study
was to document the theoretical framework and strategies used in the planning and
implementation process of transformational change in two higher education institutions.
Semi-structured interviews and document analysis were used in the qualitative multi-site
case study. The focus on the “how” of change examines the impact of the strategies and
process on the campus community. The central question guiding this study was what
were effective and ineffective strategies used in the planning and implementation
process? This study documented the process and the strategies used in the planning and
implementation of transformational change, and the change leaders’ perceptions of the
efficacy of the strategies. This study examined whether the approaches used in the
process to plan and implement transformational change included the strategies found in
the Mobile Model for Transformational Change.
This study revealed that the presence or absence of the core strategies found in the
Mobile Model for Transformational Change (senior administrative support, flexible
vision, staff development, visible action, and collaborative leadership) impacted the
efficacy of the implementation process. Further, this study demonstrated the importance
of conducting a post-implementation analysis of the planning and implementation process
of transformational change initiatives.
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- INTRODUCTION
Higher education is facing more pressure to reduce costs, increase efficiencies,
demonstrate greater accountability, and develop new business models to address
declining appropriations and funding. Additional pressure from an increasingly
politicized society has heightened law makers’ and politicians’ scrutiny of campus
cultures, academic programs, and areas of operation. At the same time, institutions of
higher education are also facing declining enrollments, changing student demographics,
staggering levels of student debt, and increased demands to address students’ mental
health issues. In addition, the ability of these institutions to respond and adapt to this
constant state of change is impeded by traditional models of faculty governance, tenure
policies, and the autonomy of academic programs (Kezar, 2018; Lorenzi & Riley, 2000;
Mecca, 2004).
The constant state of change in higher education is part of the “always on
transformation” reality of higher education today (Fæst & Hemerling, 2016). It is what
Mrig & Sanaghan (2016) referred to as the “new normal” (p. 4), wherein short-term
changes must be replaced by a “fundamental change aimed at achieving a sustainable,
quantum improvement in performance” (Kezar, 2018, p. 80). To succeed in this constant
state of change, institutions need a plan for transformational change. The plan needs to
account for unique aspects of higher education that have the potential to complicate the
use of existing organizational change practices and processes (Kezar, 2001).
By definition, transformational change creates something new (Kezar & Eckel,
2002). The process of transformational change is disruptive and can be contentious. It is
uncomfortable and risky, and there will inevitably be missteps along the way (Heifetz &
1

Linsky, 2017). Because there is no comprehensive study of transformational change
processes in which scholars have explored what was done, why, and what could have
been done differently, there will be mistakes. But if change leaders are aware of the
inevitability of emergent challenges and try to prepare for such challenges, they can “fail
fast and move on,” which Kezar (2014) argued can be done through an established level
of trust and a risk-tolerant climate that capitalizes on the social networks essential to
planned change.
This study focuses on approaches and strategies for organizational change from a
postimplementation perspective. Using the conceptual framework developed by Eckel
and Kezar (2003), the researcher explores strategies and threats to implementing
successful transformational change. These include how to harness the sense of urgency
within constant change, moderate the amount and pace of change, identify ways to
prepare and support change leaders for resistance to change, and establish an open,
transparent, and collaborative process as a guiding principle. The research questions
explore the process or approach used as well as the experiences of planners and
implementers involved in transformational change efforts.
Background
Institutions involved in transformational change use several different types of
change approaches and plans: institutional strategic plans, academic affairs
reorganizations, academic master plans, and even institution-wide budget reductions and
strategic program eliminations (Arizona State University, 2009; University of Arkansas –
Little Rock, 2013; University of Kansas, 2012; University of North Texas, 2017;
University of Southern Mississippi, 2017). Regardless of the type of change needed or
2

the factors driving change, successful organizational change requires an approach that
values a planned implementation process, as well as avenues to assess the approaches and
methods used (Edmonson, 2015).
Change initiatives may be planned changes that are part of a larger, methodical
institutional strategic plan. They can also be an unplanned reaction to external factors and
challenges. Factors driving change in higher education include external pressures from
state and local policy makers, financial pressures from reduced state appropriations,
declining enrollment, or other campus-critical situations.
Regardless of the mobilizing reason for change, an institution’s response and
approach to change are equally important to achieving the desired outcome (Tompkins &
Adger, 2004).
Planned Change
Storberg-Walker and Torraco (2004) discussed the linear process of planned
change to address the key drivers of change in higher education. Poole and Van de Ven
(2004) described planned change in three generations, ranging from simple changes using
linear processes, transformational change, and overall organizational change, and they
grouped these stages under the umbrella of organizational development. Planned change
has been defined as a “generic phrase for all systematic efforts to improve the functions
of some human system” (Cummings & Worley, 2008, p. 752) and is generated within an
organization through disruptions and other intentional actions to address known
challenges (Lewis, 2011). Change agents should be aware of the challenges to planned
change. These include an oversimplification of planned change linear processes, failure
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to address the nuances between organizational change and transformational change, and
inconsistency in the terminology used in change strategies (Lewis, 2011; Mecca, 2004).
Unplanned Change
Unplanned change is typically responsive or reactionary, occurs quickly, and is
short-term in nature (Ha, 2014). The ability to respond to unplanned change is a key skill
for leaders in higher education (Erickson, 2014). In his discussion of his hospital’s
response to the Ebola outbreak, Edmonson (2015) provided a description of change that
is applicable to higher education:
Innovation, research, and sharing are part of the DNA of this hospital. These
examples, however, represent outcome-focused change based on careful planning
and evaluation. Preparing for, and learning from, unplanned change is a
completely different experience that challenges organizations in unique ways
including their resilience and hardiness.
In an unplanned change scenario, it is important to keep the elements of
planned change front of mind: planning, testing, evaluating, revising,
implementing, refining, and ultimately deploying in a more controlled
environment.
With the luxury of time and calm gone, unplanned change can take on a
dizzying pace. But in that time, the amount of learning that occurs can be
tremendous if captured properly for later review, processed for key lessons, and
disseminated. (p. 61)
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Organizational Change in Higher Education
In the current literature on how to guide organizational change in higher
education, scholars have focused on how to create a strategic plan (Aleong, 2007;
Rowley & Sherman, 2002), leadership styles (Lo, Ramayah, & de Run, 2010; LopezDomingueza, Enache, Sallana, & Simoa, 2012), the nuances of higher education
organizations (Kezar, 2001), and the analysis of change initiatives through a single
theoretical lens (Lopez-Domingueza et al., 2012). Scholars that have examined the
process of an organizational change have failed to provide a postanalysis or only discuss
what, specifically, was done, what worked, what would have been done differently, and
why (Eckel, Hill, & Green, 1998; Goldman & Salem, 2000; Kezar & Eckel, 2002;
Lorenzi & Riley, 2000).
The study that helped inspire this research topic was Willson’s (2006) analysis of
what he called the “death of the Cal Poly Pomona’s Academic Affairs Master Plan
(AAMP) process,” in which he asked the question, “How often do you get to learn, in
depth, about why something did not work?” (p. 5). Willson found that understanding the
organizational culture of an institution should be a guiding force in the development of a
plan and planning approach. He advocated for a kaleidoscope of processes to be used in
planning an approach to organizational change.
Problem
Poor preparation and execution of reorganization planning and implementation
processes at colleges and universities harm reorganization efforts and can result in
disengagement (Eckel, 2006). The context for this study is the increased number of
higher education institutions responding to the industry’s changing landscape—which is
5

being shaped by both internal challenges and external pressures—through reorganizations
or other transformational changes (Gumport, 2000; Olson, 2010). A brief search in The
Chronicle of Higher Education showed at least five universities currently undergoing a
restructuring, reorganization, downsizing, or program elimination (Garner, 2017;
Huckabee, 2017; Kelderman, 2017; Wyllie, 2018; Zamudio-Suaréz, 2018).
The stakes for making a bold and transformational change are high, and failure to
adequately envision and develop an implementation plan can prevent success (Lewis,
2011). Mitchell (2013) argued that “planned changes are vulnerable to failure at every
stage in all change theories” and approaches (p. 37). Further, short-term solutions, a lack
of commitment and investment by leaders, poor planning, and the absence of building
consensus can have a lasting negative impact on organizational and human capacity
(Dooris, Kelley, & Trainer, 2002; Goldman & Salem, 2015; Kezar & Eckel, 2002; Lewis,
2011; Mecca, 2004). The negative consequences of change can also damage the
credibility of the change leaders and the change movement, which can deter people from
supporting the change. Thus, leading this type of change requires a strategic approach,
skillset, and vision that are different than those needed for an institution not in a
continuous state of change (Hrebiniak, 2006). Although it is clear that change must be
strategic, it is unclear how such strategies affect the outcomes.
Purpose Statement
The researcher intends to document change leaders’ reflections and views of the
approach or strategy used in the planning, development, and implementation processes of
a reorganization. The purpose of this qualitative case study is to document the theoretical
framework used in the implementation process strategy of two midsized public
6

institutions of higher education that have initiated or completed a reorganization within
the last seven years.
A comprehensive postimplementation analysis can illuminate the strategies and
knowledge used while developing and implementing a strategic or reorganization plan.
The researcher will determine what strategies worked at an institution, what did not work,
and what adjustments, if any, were made and how, as identified by those involved in the
process. The researcher will also determine if the approach was a planned strategy
intentionally selected for this change initiative or if the process was emergent in nature.
Previous scholars have demonstrated what to do and how to do it, but have not
adequately closed the loop with an immediate postmortem or in-process assessment of
efforts (Eckel et al., 1998; Goldman & Salem, 2015; Kezar & Eckel, 2002; Lorenzi &
Riley, 2000).
Conceptual Framework
The conceptual framework for this study is the Mobile Model for
Transformational Change (Eckel & Kezar, 2003). This model is based on Eckel and
Kazar’s (2003) study of transformational change initiatives at six institutions of higher
education. Although each institution in the study implemented a single change initiative
rather than a whole-scale reorganization, the planned changes were transformational in
their aspirational and intended outcomes. This study will fill the gap in the literature and
expand the application of this framework beyond an individual initiative or unit change to
an entire reorganization of academic affairs.
The Mobile Model for Transformational Change consists of five core strategies
for transformation, interconnected through 15 supporting transformation strategies. The
7

interconnection of the core and supporting strategies has been described as a “mobile
model” to illustrate that the movement of one element can be both a precursor to, and a
result of, change in another element (Eckel & Kezar, 2003; Smith, 2011). The five core
strategies are senior administrative support, collaborative leadership, flexible vision,
visible action, and staff development. The five strategies are interconnected as
represented in Figure 1.

Five Core Strategies for Transformation
Adapted from Eckel, P. & Kezar, A. (2003). Taking the reins: Institutional
transformation in higher education (American Council on Education/Praeger Series on
Higher Education). Lanham, MD: Rowman & Littlefield.
Senior administrative support includes “actions and efforts of those in senior
leadership positions that include modifying structures to support change efforts, focusing
resources to fund and support change initiatives, utilizing external factors and
circumstances to frame and influence change, and provide guidance and serve as a
moderating force on the pace of change” (Eckel & Kezar, 2003, p. 78). These actions
8

help to balance the pace, amount, and extent of change (Eckel & Kezar, 2003). The
support of senior university leadership is essential to successful organizational change
(Goldman & Salem, 2015; Kezar & Eckel, 2002; Kogler Hill, Thomas, & Keller, 2009;
Kotter, 1996/2012). In addition, Kogler Hill et al. (2009) argued that leaders help to
develop and champion a vision, as well as control resources, and that resource allocation
should be tied to organizational change efforts.
Collaborative leadership “refers to individuals at all levels of the institution
involved throughout the lifecycle of the change initiative from conception to
implementation” (Eckel & Kezar, 2003, p. 78). Examples of collaborative leadership
strategies include creating avenues for involvement, preparing and disseminating
documents in a draft format when sending out for comment, and creating leadership
teams with a broad representation of skills and experience (Kezar & Eckel, 2002).
The dynamic nature of transformational change sometimes requires the ability to
adjust to emergent challenges. The ability to do so is enabled by a flexible vision that
“creat[es] a picture of the future that is clear and succinct but that does not foreclose
possible opportunities that might emerge” (Eckel & Kezar, 2003, p. 78).
A commonly held tenet of organizational change is that organizations do not
change, people do (Furxhi, Stillo, & Teneqexhi, 2016; Hiatt & Creasey, 2012; Hughes &
Conner, 1989; Kotter, 1996/2012). Transformational change requires that change leaders
be prepared to lead change and that members of the organization be willing to embrace
the change. Eckel and Kezar (2003) included staff development as a core strategy and
defined it as “programmatic efforts for individuals to learn certain skills or gain new
knowledge related to the change agenda” (Eckel & Kezar, 2003, p. 78).
9

Transformational change requires that change not be viewed as an event, but
rather, a continual process (Fullan, 2001; Hughes & Conner, 1989; Kezar, 2001; Kotter,
1996/2012). To maintain the momentum of change efforts, change leaders should
incorporate visible action into their change strategy to show “progress in the change
process that marks continual advancement toward the articulated goals of the
transformation agenda” (Eckel & Kezar, 2003, p. 78).
When navigating transformational change, change leaders can view the Mobile
Model as a map of how to traverse an unknown route to transformational change (see
Figure 2). This researcher examined whether ineffective approaches and strategies
identified by the participating institutions were missteps related to one of the strategies.
Kezar’s and Eckel (2002) examined the process used in institutional
transformation and identified three key findings, including the core strategies of
transformational change, the characteristics that make them essential to creating
transformational change, and the interrelationship between them. The five core strategies
for transformational change were later refined and presented as the Mobile Model for
Transformational Change (Eckel & Kezar, 2003). This model serves as the framework of
this study to help answer similar questions and determine if the same strategies are being
employed in transformational change efforts. Employing this model sixteen years after it
was developed to study organizational change in two higher education institutions will
help the researcher show that the same needs and challenges of transformational change
still exist today.

10

Five core strategy connections
Adapted from Eckel, P. & Kezar, A. (2003). Taking the reins: Institutional
transformation in higher education (American Council on Education/Praeger Series on
Higher Education). Lanham, MD: Rowman & Littlefield.
In this study, the researcher examined whether higher education institutions’
approaches to creating organizational change include the five core strategies of the
Mobile Model and the process used in the implementation phase; however, this study
does not extend to the outcome of the transformation change efforts, nor will the
researcher explore the occurrence of sensemaking. An analysis of sensemaking in a
particular organizational change implementation effort will be addressed in the
conclusion and in a discussion of areas for future research.
Research Questions
To help change leaders proactively prepare for planning and implementing
transformational change, the researcher will investigate the following research questions:
11

Research Question 1: What strategies, processes, and/or approaches were used in
the planning, development, and implementation of the reorganization?
Research Question 2: What strategies, approaches, and/or processes could have
been done differently? Why? What alternative strategy, approach, or process could have
been used?
Research Question 3: Does using the five core strategies help reduce the missteps
associated with transformational change?
Significance of Study
There is a noticeable lack of scholarly research on the effects of poorly
implemented change, especially on academic institutions. The authors of two studies
(Perkins, 2007; Tippets, 2011) have examined the role and specific leadership traits and
approaches of a president in determining and leading organizational change. Both
researchers limited their investigation to private colleges, and Tippets (2011) used a
single case study method. Further, a review of dissertations on organizational change and
its strategies and processes revealed a gap in examining the specific actions taken by
universities. Although the process of organizational change appears in the introduction of
several dissertations, it was not specifically included in research questions, nor were the
results of organizational change implementations.
Mullen (2011) and Aggarwal (2017) both used a single case study method and
focused on internationalization strategies, rather than organizational change and
implementation strategies. Boston (2016) examined academic leaders’ perceptions of the
efficacy of the strategic planning process at a single institution of higher education.
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Langham (2012) examined the change efforts of a single institution implemented
in response to a specific external event—a financial crisis—affecting that institution. The
researcher only considered the results and measured the impact of the specific change
(realignment) as well as its intended outcomes. Smith (2011), in a case study of a single
institution, focused on the process of change within a single group in a higher education
institution, rather than an institution-wide change.
Evans (2016) incorporated the five core strategies model of Eckel and Kezar
(2003) and focused on the outcome of a culture of assessment in student affairs. Evans
(2016) used a single case study to examine a single division within one institution. The
author included a cursory chronicling of steps taken, but offered no exploration of the
specific reasons why they were effective or ineffective. Further inquiry into which
strategies change leaders considered ineffective was also absent.
Willson’s (2006) study supported the necessity of a postimplementation review
process to prevent repeating the mistakes of earlier failed change efforts. Thus, the
conceptual framework (Eckel & Kezar, 2003) used in this study can only be applied after
the fact to determine the perceived effectiveness of the process. Should the framework be
shown effective, the results of this research will encourage institutions considering an
institutional change to use this conceptual framework throughout the planning and
implementation process.
Definitions
Transformation: Alters the culture of the institution by changing underlying assumptions
and overt institutional behaviors, processes, and structures; is deep and pervasive,
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affecting the whole institution; is intentional; and occurs over time (Eckel, Hill, & Green,
1998, p. 3).
First-order change: Adjustments in processes and policies; incremental adjustments; and
single-issue initiatives (Kezar, 2001).
Second-order change: Transformational change that results in a paradigmatic shift
(Kezar, 2001).
Organizational change initiatives: A reorganization of academic affairs, strategic plan
implementation, or implementation of an academic master plan
Academic reorganization: Reorganization of existing structures (colleges, schools,
departments, units) within a division of academic affairs.
Strategic plan: Defines a university’s vision and direction, identifies actions and plans to
implement vision and direction, and details the institution’s priorities (Hinton, 2012;
Syracuse University, 2015).
Academic master plan: “Describes the academic mission of an institution, which is used
to drive the future of the university.” It informs planning processes, drives processes, and
defines the strategies needed to “accomplish the academic mission of the university”
(University of Northern Iowa, 2014).
Assumptions
The researcher conducted this qualitative case study using semistructured
interviews. Because the participants were change leaders who were directly involved in
the change process, it was expected that they would be able to openly discuss the
experience of planning and implementing the organizational change at their institutions.
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Limitations
Given the role of participants in the change process, they might have been
reluctant to accurately describe ineffective approaches or situations that were negative or
detrimental to the institution or to the organizational change initiative. Further, because of
their role in the change initiative, participants might have been unwilling to recognize the
potential value of failure. A further limitation was the different roles of participants from
each target institution in the change process.
Delimitations
The researcher selected two institutions for this comparative case study. They
were public, regional research universities that were still in the execution phase of an
organizational change or that have completed the change initiative within the last seven
years. The scope of this study was limited to the processes and approaches used in
planning and implementing the organizational change.
Conclusion
As institutions of higher education must meet pressures to reduce costs, increase
efficiencies, demonstrate greater accountability, and develop new business models (all
while working within the constructs of the industry), transformational change must be
implemented in spite of the potential challenges that are part of the planning process. In
order to determine how change leaders approach change, it is important to look at how
higher education institutions are approaching organizational change.
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– LITERATURE REVIEW
The theoretical framework informing this study is the Mobile Model for
Transformational Change (Eckel & Kezar, 2003). The model was built on approaches
supported by different change theories as well as the foundational, transformational, and
common-sense core concepts illuminated in major organizational change frameworks,
specifically Bolman and Deal’s (2018) four-frame model and Kotter’s (1996/2012) eight
steps to transforming an organization. The researcher will discuss these models and
review the literature on organizational change to situate the theoretical framework within
the organizational change literature. This discussion will highlight the strategies used in
planning and implementing institutional transformational change in higher education.
Scholars of organizational change have discussed transformational change as a
multifocal, multimodal, and collaborative process (Bolman & Deal, 2018; Buller, 2015;
Eckel, 2001; Fullan, 2006; Kezar, 2001, 2018; Kezar & Eckel, 2002; Latta, 2009). Using
a single, insulated approach to leadership or organizational change helps to answer the
question, “Why do smart people do such dumb things?” (Bolman & Deal, 2018, p. xii).
Although there are numerous strategic plans/reorganization plans, not all include an
implementation plan (Kezar, 2018; Kondakci & Van den Broeck, 2009; Steeples, 1990).
There is no shortage of literature on how to develop or implement a strategic plan;
however, the literature is mostly silent on determining the impact of strategies used in the
planning and implementation process.
Academic Decision Making
According to Bourgeois and Nize (1993), academic decision making is viewed as
a political process, which “implies that under certain conditions, academic decisions are
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most likely to be resolved through the use of influence strategies” (p. 387). They further
noted that viewing such decision making is ideal when it is approached as a rational or
collegial process, rather than as a description of people’s actions.
Birnbaum’s (1992) examination of the role of systems in leading the academy
helped distinguish the unique nature of higher education, steeped in the traditions of
shared governance and collegiality (Birnbaum, 1988), and open, loosely coupled systems
that are synonymous with the ambiguity of organizations. The decentralized nature of the
academy (Birnbaum, 1992) benefits organizational change strategies by encouraging
thinking in circles rather than straight lines, thus preventing simplistic decisions and
helping to provide a better understanding or organizational dynamics (Senge, 1996).
Challenges of Academic Decision Making
Understanding the challenges of academic decision making can help ensure that
the collaborative and cumbersome process of leading organizational change results in
visible action rather than failure (Eckel & Kezar, 2006). Participating in academic
decision making is an example of the supporting strategy invited participation in creating
transformational change. Academic decision making is situated between the dueling
authorities of the positional power of administrators and the expertise and traditional
power of the faculty (Eckel & Kezar, 2006).
Complicating the juxtaposition of the decision-making process is higher education
organizations’ nature as loosely coupled systems (Birnbaum, 1992). Communication
within loosely coupled systems is slow or non-existent, and decisions are made in an
isolated and siloed manner (Eckel & Kezar, 2006). When the rationale for decision
making is unclear and the process ambiguous, decisions are made in what has been
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described as a “garbage can model” (Cohen & March, cited in Eckel & Kezar, 2006).
Items that are easily addressed or part of an agenda are quickly decided. The remaining
clearly defined issues are resolved, while the less well-defined issues are sometimes
expanded to introduce new issues into the conversation. The important but not pressing
issues in the “garbage can” are often made with little involvement or interest by
participants in the decision-making process (Eckel & Kezar, 2006).
Planning for Organizational Change
Woven throughout the literature is the importance of taking the time to “plan the
plan” (Kogler Hill et al., 2009). Planning not only includes the development of strategic
goals or priorities, but also guides the implementation process and approach (Kezar,
2018). The cost of ineffective planning for the implementation of a transformational
change is not readily measurable in financial units or productivity. Scott (2004) stated:
Failed change costs—not just economically but strategically, socially and
psychologically. When enthusiastic university staff commit to a change project
and that project fails, they take the scars of that experience with them. Students
and the country receive no benefit from failed change. Institutions which take on a
change project that fails suffer a loss of reputation and, in the current climate, this
can cost jobs. (p. 1)
Poor experiences with earlier change initiatives can lead to resistance and even
outright hostility (Kogler Hill et al., 2009; Lewis, 2011). An institutional change effort
that fails to establish a sense of urgency or that engages in little to no collaborative effort
to identify and develop implementation strategies can result in unsuccessful change.
Additional issues caused by poor planning that can negatively affect the change process
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include an unclear vision and poor communication of the vision; poor communication of
information on progress and accomplishments, and treating change as an event rather
than a culture. These missteps will inevitably result in a failed change process and
outcome (Kotter, 1996/2012).
Organizational Change
Organizational change can be the result of strategic planning or academic
reorganizations and can be planned or unplanned (Kezar, 2001). Key elements to
consider in organizational change include the culture and readiness of an institution to
change. Other critical aspects include a planning process that is collaborative, emphasizes
communication and transparency, and is powered by a shared process that engages those
at the bottom of the institutional hierarchy, rather than just those in positions of power,
creating a top-down, mandated change (Kezar, 2018).
Under the generic umbrella of “organizational change,” the discussion will
include key components of the organizational change planning process as part of the
conceptual framework discussed later in this dissertation. The process of change is
described as the why, what, and how the change happens as well as the target of the
change (Kezar, 2001).
Organizational change is no longer an outcome or destination; it is a continuous
process of existence and survival. Effectively leading that change first requires
establishing a sense of urgency about the problem and the costs of not addressing the
problem (Kotter, 1996/2012). Kezar (2018), Bolman and Deal (2018), and Keller (1983)
did not subscribe to any fixed formula or simplistic approach to organizational change.
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However, they all acknowledged that having an agreed upon challenge or situation is
necessary in identifying strategies for change.
Macro Framework
The process of change is described as why, what, and how the change happens as
well as the target of the change (Kezar, 2001). Kezar (2018) provided a macro-level
framework to organizational change that included the “type of change, context for
change, agency/leadership, and approach to change” (p. 66). The approaches to change
can be shaped and informed by theory but must respond to the analysis of the need for
change (2018). Kezar (2018) argued that successful approaches to change include a
combination of key strategies supported by six types of change theories: scientific
management theories, evolutionary theories, political theories, social cognition theories,
cultural theories, and institutional and new-institutional theory.

Change macro framework
Adapted from Kezar, A. (2018). How colleges change: Understanding, leading, and
enacting change. Change macro framework. New York, NY: Routledge.
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Type of Change
The type of change combines several elements, including the content of change
and its impact on different units, the scope of change needed and by whom (individual,
group, organization), the level or extent of the change (first-order or second-order), the
focus or “what” needs to change (structure, process, attitude), and the sources and forces
of change (Kezar, 2018). Mecca (2004) described change as “a shift in some condition or
situation from its present state to a new and different state” (p. 1).
Kezar (2018) stated, “When campuses respond to external forces, this is
adaptation; when campuses unintentionally switch from one practice to another,
mimicking others in the enterprise, this is called isomorphism; and when campuses
implement a new program or practice, this is called innovation” (p. ix). This researcher’s
study is about an institution-wide transformational change. According to Eckel et al.
(1998), most institutions of higher education are unfamiliar with transformational change
that challenges their culture and requires a shift in the status quo. Transformational
change is neither a single event nor a short-term response to long-term challenges; rather,
it requires a deep and comprehensive change in operations and attitudes.
Context for Change
The context of change includes the forces that influence the change process.
Change agents need to understand and incorporate the unique social, political, and
economic environment of a particular campus when approaching and leading change. The
role of external stakeholders in supporting or framing change is an additional
consideration in the context of change, as is the institutional culture and unique nature of
higher education organizations, described by Kezar (2018) as “a less open system,
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environmental influences are frequently met with suspicion and deeply held
organizational habits, norm and logics will likely need to be examined to effectively
create change” (p. 116.).
Agency/Leadership of Change
Scholars have discussed leading change as a top-down process (Caldwell, 2003;
Hallinger, 2003). Traditional, top-down leadership approaches to change limit the
involvement of other change agents within an organization (Kezar, 2018). A bottom-up,
collaborative leadership approach uses a broader team, including stakeholders as well as
resident experts and encompassing a wider range of knowledge and skill (Bolden, Petrov,
& Gosling 2009; Hallinger, 2003).
Kezar (2018) argued that a hybrid approach that employs authority (derived from
a traditional top-down approach) along with the collaboration of a broad spectrum of
individuals and abilities “may have the most robust capacity to bring long-term changes
to campus” (p. 135).
Approach to Change
Researchers have established that organizational change strategies using multiple
models are more efficient and effective (Bolman & Deal, 2018; Boyce, 2003; Kezar,
2014). In her discussion of six change theories, Kezar (2018) underscored that “while
theories can be used to identify strategies or create change, they also need to be used to
carefully analyze the situation at hand to understand which strategies are needed” (p. 44).
Bolman and Deal’s approach of reframing when analyzing and developing solutions to
organizational problems (2018) and Kotter’s (1996/2012) steps to organizational
transformation are two such approaches to leading organizational change.
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Bolman and Deal: Four Frames for Organizational Change
Bolman and Deal (2018) argued that leadership is more than a set of proscribed
actions that will ensure success. True leadership—or leading change—is about framing
situations and challenges in one (or more) of four frames: human resources, structural,
political, and symbolic. Each of the frames provides a strategic approach for leaders to
solve a problem by providing a lens through which to analyze it. These frames can also
be used to support the five core strategies identified by Eckel and Kezar (2003) in their
Mobile Model for Transformational Change.
For example, a core assumption of the human resource frame is that
“organizations exist to serve human needs rather than the converse” (Bolman & Deal,
2018, p. 118). The employee’s need for meaningful work complements the organization’s
need for the employee’s skills, contributions, and commitment to change. This
relationship supports both collaborative leadership and staff development by providing
opportunities for the employee’s involvement in transformational change and a
commitment to providing the resources and tools necessary to effectively implement and
sustain change (Eckel & Kezar, 2003).
Facilitating changes in governance, structures, and resource allocation as well as
incentivizing change are strategies that evidence senior administrative support. The
structural frame emphasizes developing and implementing the right structure by
recognizing the circumstances as well as the actions and strategies related to the place
and context of change (Bolman & Deal, 2018). This helps to frame the strategies needed
to exhibit a commitment to staff development and provides opportunities to show visible
progress towards change (Eckel & Kezar, 2003; Kezar, 2001).
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The assumptions of the political frame are that organizations are a coalition of
different individuals and interest groups. Coalition members have enduring differences in
values, beliefs, information, interests, and perceptions of reality, and most important
decisions involve allocating scarce resources. Ccarce resources and enduring differences
put conflict at the center of day-to-day dynamics and make power the most important
assets; goals and divisions emerge from bargaining and negotiation among competing
stakeholders jockeying for their own interests (Bolman & Deal, 2018). These
assumptions are woven throughout the five core strategies: collaborative leadership,
strong administrative support, flexible vision, visible action, and staff development. The
political frame can help illustrate the “mobile” aspect of the model, in which a positive or
negative outcome of an action or strategy can support the change effort or cause more
damage than doing nothing.
Finally, the symbolic frame requires the understanding that change is experienced
differently by those involved and impacted by the change. Similar to sensemaking (Kezar
& Eckel, 2002), the visible symbols of an organization and the beliefs held by its
members are part of how people make sense of a situation or make meaning (Bolman &
Deal, 2018). The actions not considered in the political frame can upset the delicate
balance of transformational change, but understanding the importance of meanings,
rituals, and culture through the symbolic frame can help recalibrate missteps (Bolman &
Deal, 2018). The symbolic frame can also help one learn from mistakes while taking risks
in leading change (Kouzes & Posner, 2017).
Froyd (2015) found that organizational change approaches that did not
intentionally consider all four frames were less likely to be successful. In addition, he
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argued that the four frames should be part of an overall strategy, rather than the only
model used to lead transformational change. In their study on curricular reform using the
four frames, Lyon, Nadershahi, Nattestad, Kachalia, and Hammer (2014) argued that the
four frames should be used to analyze and navigate change. Using the frames to
proactively address stakeholder needs can lead to a more efficient and authentic change
process. The authors also posited that the four frames should be part of several change
strategies used in developing approaches to organizational change (Lyon et al., 2014).
Kotter’s Eight Steps to Organizational Transformation
John Kotter’s (1996/2012) Eight Steps to Organizational Transformation is
another common framework used in approaching change. The steps are: (a) establishing a
sense of urgency, (b) forming a powerful guiding coalition, (c) creating a vision, (d)
communicating a vision, (e) empowering others to act on the vision, (f) planning for and
creating short-term wins, (g) consolidating improvements and producing still more
change, and (h) institutionalizing new approaches. Kotter (1995) posited that skipping
any of the steps or failing to fully implement them would result in unsuccessful change
efforts. Other scholars have criticized this approach as linear and simplistic (Kezar, 2018;
Storberg-Walker & Torraco, 2004).
In his eight-stage change framework (1995), Kotter listed eight reasons why
change fails and eight steps to transforming an organization. The center of this study is
the postmortem analysis of the process of an organizational change effort. Researchers
have acknowledged that only a minority of change efforts succeed (Bolman & Deal,
2018; Mecca, 2004). From that perspective, Kotter’s (1995) list of eight reasons why
change fails provides an effective map of what not to do, which includes:
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Not establishing a great enough sense of urgency; not creating a powerful enough
guiding coalition; lacking a vision; under-communicating the vision by a factor of
ten; not removing obstacles to the new vision; not systematically planning for and
creating short-term wins; declaring victory too soon; and not anchoring changes
in the corporation’s culture. (p. 7)
Kotter (1995, 1996/2012) argued that, of the first three steps in his model, the
most important is the first, establishing a sense of urgency to place the problem in the
broad context of change and capitalizing on external factors. The next two steps include
creating a powerful guiding coalition and creating a vision. The guiding coalition—
comprised of those with the power to make decisions as well as those who can encourage
team members through invited participation—staff development strategies, and senior
administrative support will help to create a vision and guide the change effort. Eckel and
Kezar (2003) expanded these first three steps in the process to include having a flexible
vision that is “clear and succinct but does not foreclose possible opportunities that might
emerge” (p. 80).
After a vision for change has been determined, the next steps include
communicating the vision and empowering others to act on the vision. With a shared
vision clearly established, the next step requires action through planning for and creating
short-term wins. As these visible actions are taken, sustaining the change requires change
leaders to consolidate improvements and to support the institutionalizing of the new
approaches.
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Transformational Change
For change efforts to be successful, they need to be transformational in nature and
require a deeper level of change (Kezar, 2001). Transformational change is not a linear,
myopic process. Rather, it is iterative and multifocal (Kezar, 2018), and campuses must
have a long-term orientation towards a culture of transformation (Kezar & Eckel, 2002).
By consolidating improvements and producing still more change, senior administrative
leaders will have the credibility to provide support through resources, new administrative
structures, incentives, the encouragement and promotion of staff development, and
ensuring that institutional change is not reliant upon any one person (Eckel & Kezar,
2003).
By creating a campus culture of change, organizations institutionalize new
approaches, drawing upon the energy created by new connections and synergy, putting
local change in a broad context of change, leveraging external factors, and being aware of
the challenges inherent in the new ways that old groups relate and interact with one
another (Eckel, Green, Hill & Mallon, 1999).
Managing and Leading Organizational Change
Scholars of organizational change have discussed the belief that change is a
continuous process. Hughes and Conner (1989) suggested that “higher education should
develop a continually adjusted process for dealing with emerging opportunities and
challenges” (p. xiii).
Factors leading to change can respond to external forces that require institutions
to alter how they operate as well as transformational or second-order change. They can
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also respond to internal challenges that impact how organizations approach and
implement change (Paglis & Green, 2002).
The human element of change is an underlying factor in creating transformational
change (Frydman, Wilson, & Wyer, 2000). Preparing faculty and staff to both implement
and experience change is a core strategy in leading transformational change (Eckel &
Kezar, 2003). This includes understanding campus traditions, political obstacles, and
barriers and facilitating aspects within the campus culture (Heifetz & Linsky, 2017;
Kezar, 2001; Kezar & Eckel, 2002).
Planned organizational changes fail not because of the content of the change but
because of how leaders underestimate its impact on those affected (Hughes & Connor,
1989; Kanter, 2003).
Resistance to Change
Reasons for resistance to change include a lack of vision, a history of failed
changes, lack of administrative support, lack of understanding or belief in the change,
low tolerance for risk taking, lack of setting expectations and enforcing consequences,
failure to adequately prepare staff to implement or experience change, lack of strategies
to anticipate and manage resistance to change, complications of loosely coupled systems,
and a time-frame that does not account for the long-term transformational change process
(Lorenzi & Riley, 2013).
Organizational Culture and Change
Kezar (2001) discussed the importance of campus culture in planning and
implementing change efforts. Transformational change fundamentally alters how an
organization operates as well as how people understand their place in the new
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organization and requires a change in attitudes and beliefs; it requires people to change
how they think (Kezar & Eckel, 2002). Albach, Meffert, Pinkwart, and Reichwald (2015)
stated that “wherever there is a discrepancy between the existing culture and a proposed
change, culture always wins” (p. 67). They argued that it is necessary to assess the
current campus culture to understand how the political environment and institutional
traditions affect organizational change.
Conditions Essential for Change
According to Steeples (1990), successful change efforts have three conditions: a
condition of trust, committed leadership equipped to lead change, and an effective
planning process. Frydman et al. (2000) argued that a learning organization has a
tolerance for risk that supports the concept of failing fast and moving on and learning
from mistakes. In a learning organization, an absence of failure is an indicator that risks
are not taken and failure is not an option.
A key activity when preparing to plan organizational change is to first define the
change needed. The planning process can then serve as a vehicle to do a thorough
assessment of the proposed change and determine if the change is still needed (Hughes &
Connor, 1989).
Implementation Strategies
Throughout the literature, scholars have consistently identified a collaborative and
participatory process as an essential strategy for transformational change (Eckel et al.,
1999; Eckel & Kezar, 2003; Kezar, 2001, 2018; Kim & Mauborgne, 2003; Kotter,
1996/2012; Steeples, 1990). Beer, Eisenstat, and Spector’s (2011) strategies include
gaining buy-in though widespread involvement in problem solving and development of a
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shared vision. Echoing the concept that organizations do not change, but people change,
Hiatt and Creasey (2012) argued that "organizational outcomes are the collective result of
individual change” (p.7).
Although the need for change may be pressing, change leaders who moderate the
pace of incremental change allow participants to understand and make sense of the
change (Eckel & Kezar, 2003; Kezar, 2001). This moderated momentum also helps to
prevent mistakes due to hasty and incomplete planning (Kondakci & Van den Broeck,
2009; Steeples, 1990).
Researchers have emphasized the important role of communication in developing
and implementing change strategies. Govender, Moodley, and Brijball Parumasur (2005)
found that communication was a key factor in effectively leading and managing change.
Clear and effective communication is necessary to articulate and widely share the vision
and rationale for change (Edwards, 2007; Kotter, 1996/2012; Lewis, 2011). Kramer and
Crespy (2011) studied the importance of communication to supporting and employing
collaborative leadership in transformational change, while Eckel and Kezar (2003)
discussed the importance of persuasive and effective communication as a way to show
visible action and articulate the vision of a transformational change.
All of the strategies, approaches, and challenges to organizational change are
inextricably linked through the human element (Allen, 2003; Kondakci & Van den
Broeck, 2009). Mills, Bettis, Miller, and Nolan (2005) found that the challenges of
constructing an identity during an academic unit reorganization could have been
prevented by more intentionally involving unit members in the decision-making process.
Additionally, anticipating the impact of change and preparing people to lead and
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experience change are key proactive strategies for leading transformational change
(Allen, 2003; Bolman & Deal, 2018; Cohen, Fetters, & Fleischmann, 2005; Eckel &
Kezar, 2003; Kezar, 2001).
Conclusion
This chapter has provided a literature review of studies related to transformational
change, managing organizational change, the challenges of academic decision making,
frameworks for change, barriers to change, organizational culture, and strategies for
change. The researcher outlined the importance of a framework to plan and lead change
as well as the need for adequate time to prepare to plan an organizational change.
The model chosen as the conceptual framework for this study, Eckel and Kezar’s
Mobile Model for Transformational Change, was not used in postimplementation
analysis in the reviewed literature. Components of the five core strategies of the model
were discussed throughout the literature, but not as a comprehensive set of strategies for
planning or analysis.
Given the lack of in-depth analysis of change leaders’ perceptions of the
effectiveness of specific approaches and actions used in a reorganization, as well as the
absence of any postimplementation reflection or discussion of what a particular
organization would have done differently, there is a need for this study of strategies for
implementing transformational organizational change.
The results of this study will help to answer the question posed by Bolman and
Deal (2018), “Why do smart people do such dumb things?” (p. xii). The review of the
literature showed an abundance of information that addresses the “how to, why, what,
and should” of organizational change. The current study fills a gap by providing a
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discussion of a multimodal and non-linear process that can serve as a guideline for
institutions taking the courageous step to survive and succeed in the “always on
transformation” environment in higher education today (Faest & Hemerling, 2016).
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- METHODOLOGY
The purpose of this case study was to document the theoretical framework
(Merriam & Tisdell, 2016) used in the implementation process strategy of a
transformational change initiative used by two midsized public institutions of higher
education that recently completed or initiated a reorganization within the last seven years.
Using specific prompts by the researcher, participants were asked to recall or describe
their prior or current experience of organizational change. The interpretive approach
(Merriam & Tisdell, 2016) was used to elicit responses to inquiries about participants’
experiences. The researcher conducted a phenomenological study using the case study
method to examine a specific process at specific institutions (Ary, Jacobs, Sorensen
Irvine & Walker, 2014) and to “focus on the experiences of participants and the meaning
they make of that experience” (Seidman & Gilmour, 1986, p. 16).
Approval for the study was obtained from the Institutional Review Board of The
University of Southern Mississippi.
Purpose and Research Questions
The researcher gathered data from change leaders on the approach or strategy
used in the planning, development, and implementation process of an academic
reorganization. The study documents the conceptual framework of the implementation
process strategies used by two midsized public institutions of higher education that had
completed or initiated a reorganization within the last seven years.
Research Questions
Research Question 1: What strategies, processes and/or approaches were used in
the planning, development, and implementation of the reorganization?
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Research Question 2: What strategies, approaches, and/or processes could have
been done differently? Why? What alternative strategy, approach, or process could have
been used?
Research Question 3: Does using the five core strategies help avoid the missteps
associated with transformational change?
Research Design
According to Crowe et al. (2011), the case study approach “allows in-depth,
multifaceted explorations of complex issues in their real-life settings” (p. 100). They
argued that this approach is especially useful when “there is a need to obtain an in-depth
appreciation of an issue, event or phenomenon of interest, in its natural real-life context”
(p. 100). The case study approach is valuable for developing educational theory, which
can impact educational policy and practice (Bassey, 1999).
Procedure
In this comparative case study, the researcher collected primary data from semistructured interviews and document analysis. The emergent nature of semi-structured
methods provided a design flexible enough to follow unanticipated themes or approaches
from participants’ responses (Ary et al., 2014). The goal of qualitative research is not to
try to prove or disprove something, but rather to discover and make meaning of data (Ary
et al., 2014; Creswell, 2014; Merriam & Tisdell, 2016). Validity and reliability processes
are used to verify the data in qualitative research (Merriam & Tisdell, 2016). This
researcher used data triangulation by analyzing the content of both documents and
interview transcripts to address potential researcher bias.
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Selection of Cases and Participants
After the researcher obtained approval for the study from the Institutional Review
Board (Ary et al., 2014), she selected the case institutions and compiled a list of potential
participants. This list was developed through informal data collection involving
conversations with higher education professionals and web-based searches for institutions
that had completed or were undergoing a transformational organizational change.
Case Selection
From the compiled list of potential institutions, the researcher chose two midsized
public institutions of higher education based upon the following similarities with one
another:
1. Size
2. Research level
3. Scope (regional)
4. Geographic location
5. Timeframe of organizational change
6. Level of reorganization
Selection of Participants
Purposeful, convenience sampling was used to select participants to interview
(Merriam & Tisdell, 2016). The purposive sample of participants included provosts,
presidents, deans, and academic leaders. Additional participants were added to the study
through snowball sampling as these individuals were identified as having more direct
information or a more appropriate level of participation in the organizational change
process.
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The researcher compiled a list of potential participants by reviewing case
institutions’ websites and reviewing institutional reorganization or transformation web
pages. The researcher also examined documents related to the organizational change
including committee reports, archived newsletters, and newspaper articles, all of which
were available from university web archives. Potential participants were university
leaders who helped develop the strategic plan/organizational change plan or lead the
planning and implementation efforts.
Data Collection
The researcher conducted interviews over the telephone and recorded them for
transcription and analysis. Documents collected include implementation plans, committee
reports, and campus communications. These documents were readily available to the
public via websites and were also provided by interview participants. Throughout the
data collection process, the data was organized and stored in what Yin (Merriam &
Tisdell, 2016, p. 233) described as a “systematic archive” of collected data.
The researcher initially contacted four individuals by email from the list of
potential participants from the case institutions with a request to participate in research
associated with a doctoral dissertation. All four of the initial individuals responded; one
declined to participate but recommended another potential participant, and another agreed
to participate. During the interview, one participant recommended two additional
participants. The researcher contacted these two additional participants; one agreed to be
interviewed and the other was not available to participate.
In the consent form and at the beginning of each interview, participants were
informed that every effort would be made to protect their identities as well as their
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institution’s (Merriam & Tisdell, 2016). After participants agreed to participate, a
mutually agreed upon date and time was determined based on the participants’ schedule
and availability. The researcher established the preferred method of communication, as
well as the tools to be used in the recording, transcription, and analysis of the transcripts
(Ary et al., 2014; Merriam & Tisdell, 2016).
At the beginning of each interview, the researcher reconfirmed the participants’
consent to being recorded. Participants were notified that the verbatim transcripts would
not be included in the final dissertation. The researcher recorded the interviews using the
Free Conference Call web-based service and prepared the transcripts using Rev, a webbased transcription service. Each participant received a copy of the transcript to review
for accuracy. Three participants requested minor edits to the data that did not change the
substance or meaning of their responses.
Data Analysis
The researcher transcribed and analyzed the interview data using successive
coding methods to identify emergent patterns or themes in participant responses. A
second analysis was conducted to categorize responses within the strategies identified in
the theoretical framework (Creswell, 2014; Merriam & Tisdell, 2016). The content
analyses of the documents followed a similar approach and were used to supplement
information provided by the participants. The researcher initially examined the analyses
from each institution with the intent to use both “within-case analysis and cross-case
analysis” (Merriam & Tisdell, 2016, p. 234).
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Positionality Statement
The researcher is currently employed as an assistant provost at a midsize public
research university in the southern region of the United States has completed the process
of reorganizing academic affairs and recently developed an academic master plan.
Recognizing the importance of the implementation process in facilitating organizational
change was the motivation for this study. To this researcher, the process is as—or more—
important than the actual organizational change outcome. It is this researcher’s belief that
a well-planned implementation process can also create transformational change within an
organization. The impact of an implementation process may also have unintended
consequences, and the resulting change may either enhance or diminish the experience of
the change efforts.
Limitations
In qualitative research, the researcher is the only instrument that is “flexible
enough to capture the complexity of the human experience…capable of adapting and
responding to the environment. It is believed that only a human instrument is capable of
this task” (Ary et al., 2016, p. 452). Unlike quantitative approaches to research, this
instrument is not tested for validity and is different each time it is used. Researchers’
experiences, biases, and human inconsistencies require diligent attention to the research
protocol, validation of data through triangulation, and participant review of the transcript
(Merriam & Tisdell, 2016). In addition, the volume and breadth of the data require
disciplined organizational management techniques (Merriam & Tisdell, 2016).
Limitations of this study included the following: (a) selected individuals from the
institutions included in the study were no longer there, (b) selected individuals declined
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the invitation to participate, though they did recommend another participant; and (c)
participants were not available to participate due to scheduling limitations. Aware of the
researcher’s professional role and position, the participants still did not express any
concern for the potential negative observation or criticism of another university’s
approach. Additionally, a participant’s construction of past experiences may be different
than the experience as it happened.
To address these limitations and researcher bias, the researcher noted that the
study and information gathered during the study were part of a doctoral dissertation and
not an official inquiry of the university in the invitation to participate. Further, the
interview process and protocol employed best practices of audio recording the interview
and providing a verbatim transcript to the participant for review. The coding methods
used were documented to ensure the integrity of the data
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– FINDINGS
The purpose of this qualitative case study was to document the theoretical
framework used in the implementation process strategy used by two mid-sized public
institutions of higher education having completed or initiated a reorganization within the
last seven years. Specifically, this study was designed to determine what strategies
worked at an institution, what did not work, and what adjustments, if any, were made and
how. This study also examined if the approach was a planned strategy, intentionally
selected for this change initiative or if the process was the result of an unintentional
effort.
The findings for each institution of this qualitative case study, gathered through
semi-structured interviews and document analysis, will be presented in the following
chapters. The findings provide answers to the following research questions:
Research Question 1: What strategies, processes, and or approaches were used in
the planning, development, and implementation of the reorganization?
Research Question 2: What strategies, approaches, and or processes would have
been done differently? Why? What would have been the alternate strategy, approach, or
process used?
Research Question 3: Does using the five core strategies help reduce missteps
associated with transformational change?
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The Cases
While each institution’s findings will be discussed in a separate chapter, this
section provides a brief overview of the institutions included in the study: Upper
Northeastern University (UNU) and New England Southern State University (NESSU).
The two institutions examined in this study are regional, public, doctoral degree
awarding institutions, and both institutions are part of a state system of higher education.
Located in different states in upper New England, they both face enrollment demographic
challenges posed by the decline in the overall state population and associated college-age
population of the region and the resulting financial pressures. Both institutions struggled
with retention and graduation rates and the need to distinguish themselves in states with
competitive and saturated higher education markets.
Five participants were interviewed, three from Upper Northeastern University
(UNU) and two from New England Southern State University (NESSU). Two former
deans, one sitting dean, one provost, and one president were interviewed. A more indepth summary of the participants is included under each university’s chapter.
The Themes
Three overarching categories and several subthemes emerged when analyzing the
approaches used by each institution. The overarching categories found were engagement,
preparation, and communication. The subthemes—iterative, challenges to change, silos,
faculty engagement, and collaboration—were present within more than one category so
the analysis of the findings will not include any hierarchy or order to the discussion.

41

The remainder of this chapter will discuss the findings of Upper Northeastern
University (UNU). The findings will be in two sections: the first will be the themes that
organically emerged during the initial analysis of the interview transcripts. The second
section will be an analysis through the framework of the Mobile Model for
Transformational change (Eckel & Kezar, 2003).
Upper Northeastern University
Institution Profile
Upper Northeastern University (UNU) is a mid-sized public, regional university
located in upper northeastern New England. It is part of a state-wide system and has a
total enrollment of approximately 5,900 students (4,148 undergraduate and 1,758
graduate). There are over 160 faculty members, and it offers 53 undergraduate majors
and 68 graduate degree programs. In-state tuition and fees are approximately $14,400 and
out-of-state tuition and fees are more than $23,300 per year.
Participants
Three people were interviewed: the university president and two deans who led
the change team. One dean is now at a different institution and the other dean recently
retired. The former provost declined to participate in the interview.Together, they
presented to the campus community the vision of what UNU could be, led campus-wide
discussions and conversations to further develop the vision of the new structures, and
guided the change process. They encouraged and welcomed strong faculty involvement
and collaboration, identified resources to support capacity building efforts, and provided
a supportive role to keep the reorganization efforts moving forward in the right direction.
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Background
UNU was facing financial pressures brought on by declining enrollment, a
reduction in state funding, and the lack of a unique presence in a saturated higher
education market. UNU is located in a state with more school capacity than potential
students and is slated to lose up to 17% of traditional college-aged students within the
next ten years. According to one participant, it was no longer sustainable to be all things
to all people. UNU needed to have a distinctive mission and purpose to be successful –
both in financial sustainability and the undergraduate student experience for postgraduate success.
The Change
The transformational change goal at UNU was a reorganization of academic
affairs into multidisciplinary groupings focused on a particular area of inquiry. In
response to financial and enrollment challenges, as well as the need to distinguish the
university with a new mission and vision, the primary goal of the reorganization was to
restore financial stability and to develop a distinct student experience that prepares
students for post-graduation success. One participant described the context of the
organizational change:
We had substantive financial pressures. Our region is slated to lose 17% of its
traditional college age students….I mean, demographically we are challenged. We
were facing enrollment issues, we were facing the resulting financial pressures.
We also have a fabulous faculty [that needed to]… take a business eye to higher
ed. Which is really an important ability in today's fast changing climate. Thirdly,
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we were struggling a bit with retention and realized that some significant changes
were in order.
In response to the financial pressures, a new president was hired to provide a
vision for a new academic model and make the necessary changes through drastic and
innovative measures to position the institution for success. One participant stated:
The new president recognized that sort of a generic, comprehensive regional
university, in the economic and demographic pressures of the region was not a
recipe for success. Success financially for the institution in terms of its stability. It
was not as successful as it could be or should be for the student and their
experience in their post-graduation success.
Another participant said, “the reason this particular president was hired was that
there was the need for a new and fresh model with some budgetary pressure to it.”
In a region where there are more than 18 institutions of higher education, the institution
needed to develop a mission and vision that would be powerful and distinguish the
institution from the others in the region in order to survive,. Drastic change was needed
as the status quo was no longer sufficient. One participant stated:
UNU had been an institution that was considered more or less a regional
comprehensive, and beyond that it really didn't have a distinctive mission. And in
all the competition and the things that had happened up in this region, it became a
situation where you really needed to have a unique vision and rationale for why
you are in education. Just being all things to all people no longer was sufficient.
There are thousands of universities, what is our particular role [across the
country]?
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The need to develop a new mission and vision to distinguish the university
provided a unique opportunity to transform the institution to address what one participant
described as “a dilemma about what we were teaching our kids;” and that to “address the
challenges we are facing in the 21st century” we “need[ed] to be able to talk to each other
and work together” by developing “the capability to do…innovating, cross-disciplinary
thinking.” The transformational change agenda that was developed would not only
address the financial issues but achieve the objective to transform “ourselves, our
students, and our community to meet the needs of the 21st century.”
The original idea of the academic groupings was provided by the new university
president. According to one participant:
We had a mandate [from the new president] for academic affairs to propose the
reorganization of the curricular side of things around the multidisciplinary
academic grouping model.
The initial vision to reorganize academic affairs into disciplinary academic groupings
evolved into one to reorganize the entire university. The refinement of the vision
occurred through a collaborative process that took place over a number of years and is
still currently in process. A collaborative approach required different strategies to
navigate the nature of change in higher education. UNU’s approach to the change process
and strategies specific to change in higher education will be discussed in the following
sections of this chapter.
Nature of Change in Higher Education
In addition to the pressures driving the reorganization outlined above, the nature
of change in higher education was an influential factor in the change process. According
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to one participant, “in academia, the planning discussions and formulating are more
easily done than jumping off the deck” into the churning waters of transformational
change. Higher education is slow to change. According to the participant, the “wellhoned principles, ideas and concepts” necessitate the slower pace of change. At UNU, to
overcome the inertia and resistance to change within the academy, the change leaders
created a sense of urgency through a short time-frame for implementation process. All
three participants mentioned the issue of the shortened time-frame and one said that
“there was a need to have some urgency or people just wouldn’t have bothered to do
anything.” The issue of the time-frame will be discussed later in this chapter.
Approach
Change is hard, scary and uncomfortable.
— Participant, personal communication
Philosophy on Change
UNU’s entire approach to change was iterative and anchored by shared
commitment to open communication, community engagement, and collaboration. Before
officially starting, the new president held a retreat with a “cross section of individuals”
that spent a year laying the groundwork for the new academic structure. One participant
described the process as follows:
…there isn’t a best practice for what we’re doing here but there are practices that
are best practices across the world….And so we read lot….we use[d] a practice
really called directive learning which is this idea that you gather and brainstorm
and try to figure out as much as you possibly can and then you give it a try and
you learn from that and use that a feedback to continue to improve the process.
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Learning Organization
An important factor change leaders took into consideration was that the end goal
was something that did not exist anywhere else. According to one participant, “there was
no roadmap or model.” While there were financial and structural pressures in place, the
multi-year process unfolded organically through communication, assessment,
reassessment, adjustment, and a commitment to the people at UNU.
The new president’s background in business and systems engineering brought a
philosophy of a learning organization through directive learning, described as when “you
try, learn from that and use that as feedback to continue to improve the process.” One
participant said leaders must be flexible to work through the challenges and adapt to the
changes and, “the goal is to work your way through all the things that come up.” This
concept will be further explored later in this chapter.
Strategies were developed through brainstorming sessions designed to plan for as
much as possible while knowing that there will be challenges along the way. Rather than
proscriptive, the plan was more of a framework of the concepts and ideas. Flexibility and
adaptability became the part of the underlying philosophy of the reorganization
implementation and as described by one participant, “you try to engage and discover
what you can and then go backwards.”
Preparing People for Change
There is no adequate way to prepare people for everything that is going to take
place.
— Participant, personal communication
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The transformational change at the institution resulted in a complete dismantling
and reassembling of the academic units, doing away with traditional structures and
reorganizing faculty in multidisciplinary academic groupings addressing today’s realworld problems. Transparent conversations about the challenges facing UNU helped to
lay the groundwork. But the challenge for UNU was that when doing something on the
forefront, there was no plan and the path was not always clear. One participant stated:
People aren’t prepared and you can talk about it forever…But it’s a really tough
process and I don’t think there is any way to prepare people for it except by trying
to do your best to communicate what the vision is.
The participant added further context to the approach to prepare people for change
regarding the urgency of the situation:
The problem we had was our situation had gotten to the point where it was
evolving so fast that we wouldn’t do all the preparatory work that we would have
liked to have done. And I don’t know that you can ever do enough…but our
timeframe was generally pretty short.
This shortened timeframe was interwoven throughout each participant’s responses from
the interviews.
Even though there was the added pressure of the timeframe, the change leaders
committed to take the time to have open, honest and transparent conversations about the
challenges and what it would take to address them. A participant described the process:
…what we did, from the very first day we talked about the situation we were in,
the needs of the 21st century, and a way for us to meet those needs and an
approach. We talked about what others were doing, tried to pull in examples from
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outside, we brought in a consultant, [and] we brought in others that had done parts
of this [type of change]...at least to the extent we could, [we] communicated the
ideas and the sort of the preparation for a change … like we needed to do.
In addition to conversations to prepare the campus community for what the
change was going to be and how it was going to take place, UNU designed capacity
building initiatives to train faculty on how to lead and facilitate design meetings and
provided support for faculty to attend professional development opportunities.
Capacity building.
Preparing the campus community for change included capacity building
strategies. Capacity building of the faculty leading the change was an integral part of the
approach and crucial to getting everyone pulling in the same direction. The challenge was
finding the time to do so. Early in the process, the president identified tools and strategies
needed for the new structure. According to one participant, these included pedagogical
tools, professional development, and structural changes to facilitate open and transparent
decision making.
Engagement
…but it’s a tough matter all the way through. It takes a great deal of energy and
requires a commitment and understanding on the part of all the people involved.
— Participant, personal communication
For UNU, engagement of the campus community was a key component to the
overall effectiveness of the planning and implementation process. In an institution that
had not seen significant change in a long time, the challenge was how to define, develop
and implement the new structure while navigating the culture and nature of change in
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higher education. While there were staff initially involved, the process mainly became
faculty driven.
While the president had the vision for the new structure, the faculty were at the
forefront of developing the processes to create it. According to one participant, faculty
who wanted to participate in leading the change were identified through a call for
volunteers:
We asked for faculty who wanted to participate in leading the change, guiding
their academic grouping, and take on the role as a guide. They got some release
time, they got summer money, and they really participated in helping to build the
various mechanisms that would allow us to move the change forward….They
were facilitating meetings so people could get a sense of where they wanted to
be…it was a grassroots approach.
The participant further described a faculty fellows program that allowed for collaborative
and multidisciplinary discussions and decisions about the new curriculum within the
proposed academic model.
According to another participant, in addition to leading the change, faculty were
also engaged through participation in various campus-wide events including town hall
meetings and open space meetings designed to encourage input from the faculty and staff,
as well as keep the campus community informed about the change process. The
participant further stated “…what we found was those that were really excited about this
and wanted to participate were reading every word and those that wanted it to just go
away, weren’t reading anything. And they were in the dark.”
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Steering committee.
Appointing a steering committee as one of the first formal actions in the process.
Their role was to help facilitate conversations, lead design meetings, and hold
information gathering sessions. As mentioned earlier, the shortened timeframe influenced
the effectiveness of the steering committee. One participant stated:
…in reflection on retrospect… I learned a lot. So what did we do? We followed a
lot, ironically followed a lot of our typical processes…And you know the
definition of insanity…
The shortened timeframe did not allow for as much reflection or planning as they would
have liked. In the haste to move forward, efficacy was at the expense of expediency as
reverting back to existing systems was the most expedient route to change. The default to
typical processes in this instance was due to the short-time frame for developing and
executing the change. The participant went on further to say:
We have this sort of three-year window to show that we could hit sustainability
with this model…it was like there wasn't time to think, which is not a good thing.
[S]o we started out that first year and we gathered together the thing that you do.
You put together a steering committee.
When you're doing agile change, you need people involved, but the
steering committee model is a tough one. And the idea was that we would … be
planning, I mean this was the one that's a little different, planning these …
information gathering and sharing kind of town hall-like [meetings]. That's not
new, but the idea was to help facilitate design meetings to really start to
understand what [it] is that we're trying to do.
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Communication
Communication surrounding the change was both a strategy and a challenge. The
team leading the change was comprised of the three academic deans who were
simultaneously also leading their colleges.
The challenge of a robust communication strategy was a sense of too much
communication and too many places to find information. The commitment to addressing
challenges to communication was demonstrated by creating new positions to support the
communication and implementation mechanisms including a software platform as a
marketplace for proposals and ideas, and a position to develop and lead a communication
strategy about the change planning and implementation process. To engage faculty, town
hall meetings, open space meetings, and focus groups were held, and regular updates
were sent to the campus community.
An effort for expediency in communication resulted in an inefficient process and
a sense of a forced change. A successful strategy was to have email communication from
individual accounts (one of the three deans leading the change) creating a sense of
community and personalization of the process. One lesson learned was that more
communication was needed around the importance and necessity to have an outside
perspective to support the needed for the transformational change effort. This included
more information and context to the approach used in developing the curricular reform
through a project-based proposal process.
Transformation Timeline.
A key tool in the communication process was the development of a
comprehensive transformational timeline that laid out the plan in detail and helped to
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focus the change efforts. According to one participant, it helped to focus the efforts and
by regularly updating it, people could see the progress they were making. The timeline
also provided a mechanism for faculty engagement by outlining the plan and the
progress, faculty could then see themselves in a leadership role, see how they could
contribute, and bring in ideas to help implement the disciplinary structure. In addition,
different areas were able to see how their existing efforts could be integrated with other
areas into the new structure.
Looking Back and Things to be Mindful Of
An interesting and surprising finding was consistency in the responses to the
question regarding what strategies were ineffective, did not work, or anything that was
surprising throughout the process. All the participants’ answers were about things they
wish they had known, things they decided to do differently, and things to be mindful of
when affecting transformational change. None of the participants viewed anything
negatively or described any failures. This next section discusses the findings that include
challenges to change and lessons learned.
Challenges to Change
Each of the participants identified various challenges to change – either
unanticipated challenges or existing issues that were exacerbated by the change process.
It is important to note that all the participants referred numerous times to the short
timeframe in which the change needed to take place; those concerns are interwoven
throughout their responses in the following sections.
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Structures and siloed decision making.
The new academic structure and university organization was designed to facilitate
opportunities for cross-disciplinary thinking and innovation by eliminating the siloed
units and operations created by the artificial boundaries of programs, disciplines,
departments, and colleges.
One participant was caught off guard by the informal processes that had evolved
over time and the challenge of determining what crucial elements are needed when trying
to make significant change in a short period of time. They stated it was important to
“determine [ahead of time] what wins are critical that you build into the new structure.”
And that:
I guess if I had to do it over again, I would take what I've learned to date on some
of the ideas and concepts of structure and process and…try to anticipate the
critical areas that were needed. Because when you start actually putting these
things into place, it's amazing the ideas and concepts that have built up over time
and how they have come over time because there aren't these processes that are on
paper sometimes. There's so many informal processes that have built up over
time.
There's this person who's been doing this for the last 20 years who knows
the job but no one else does. But when you need something, you call that person.
You don't know exactly what her, what hers or his function is, but you know what
they're doing and they can answer your question. And when you disrupt this
whole network, I guess I'd be more sensitive to that, to the issues that come up,
and sort of planned out the critical pieces of it a little bit better. Even though it's
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easy to say in hindsight because you don't know what all those critical elements
are and you don't know what you are going to face when you run into it.
Lessons Learned
An important lesson learned is that people can only tolerate ambiguity for so long.
— Participant, personal communication
While it is difficult at the beginning to know what could have been done
differently, one participant said being mindful that transformational change “is so
challenging a process and there are so many ways you can go off track, and so many
things to learn about” helps to set the tone that not every idea will work. Developing a
culture and a philosophy of a learning organization and a comfort-level with
experimentation can help set a realistic expectation for a successful process.
When asked what they had found most surprising in the process, one participant
replied:
So it's not really clear what you could have done differently from that standpoint.
It's more like lessons you learned along the way which would say, "Hey, this is
something to watch out for." I mean the thing that caught me off guard the most
I'd say was, and what I would try to work out more, if it had been possible or,
[y]ou know, part of it is I didn't see this far and none of us I think saw as far, is
what do you do about all the ways and processes that have evolved in a university
over the course of time that have taken years and years to develop? When you've
got a certain time period where you've really got to affect the kind of change, how
can you [determine] [w]hat wins are critical that you build into the new structure
that you think about ahead of time.
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Challenge of leading change.
A lesson learned about the challenge of leading change is that the senior
leadership needs to come to an understanding of what it would take to lead the change
needed. One participant said that it was important to have a clear articulation of the
authority and decision-making ability of the change team. In the absence of the
understanding and commitment to the change strategy, decisions are inconsistent or
undermined, and progress is stalled or reversed. The participant also said that it was
crucial to ensure that those that are driving the change are sitting with the senior
leadership, and have decision making authority along with the budgetary resources and
agency to lead the change.
People, processes and structures.
The informal processes and structures that evolve over time, as well as ones that
have simply been added on top of the formal processes and procedures can be an iceberg
when navigating change. The operations and people involved are significantly impacted
by seemingly small and simple adjustments made in a process or structure.
Underestimating their importance in the campus culture can be an unnecessary
complication in the change process. One participant stated that one of the biggest lessons
learned was to “not underestimate structure and the important of changing the
structure…and underestimating the fear of coming outside of a comfort zone.”
Power.
When there has been little to no organizational change to the institution in a long
time, those that have less power feel more vulnerable in times of change. One participant
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cautioned that those leading change need to be aware of the very real sense of fear caused
by drastic change. One participant stated:
We had to work really hard to make staff not feel like their positions are in
jeopardy… [but also communicate] that we do need to move towards consistent
and effective processes.
Governance.
The clarification of boundaries and expectations for faculty around governance,
decision making, and other aspects of the institution, if different than before, can lead to a
sense that the changes only succeeded in taking away the faculty’s power and autonomy.
One participant said while it is crucial that faculty are partners in leading the change
efforts, they are not the final authority on all decisions. This sometimes necessitates a
campus culture shift that is pushing against decades old practices and habits. According
to one participant, this challenge to the status quo was initially met with resistance and
skepticism, but those faculty that were the most resistant in the beginning were now
leading the change.
Clarifying the boundaries of faculty governance within the new structure led to a
perceived loss of efficacy and autonomy. Participants said adjusting to the new structure
was difficult for faculty and units who were used to being more autonomous (siloed), as it
required a change in some practices and behaviors that had developed over a long period
of time. However, this was mitigated by an intentional effort to bring faculty in as
partners in creating change.
Another lesson learned was that while faculty governance and involvement in
decision-making is important, it doesn’t mean that faculty get to make all of the
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decisions. A clear delineation of boundaries and articulation of decision-making authority
and ability needs to be established, as well as the commitment that once a decision is
made, the leadership team will support the person and the decision. Failure to do so
results in confusion and frustration and erodes the credibility of the change leadership
team.
Timeframe.
The timeframe to develop and implement the new structure was relatively short.
While it created a necessary sense of urgency about the need for change, one participant
observed that it also impacted the ability to do a comprehensive analysis of what it meant
to affect the type of change they were wanting and needing to make. One participant
stated that “the situation was evolving so fast that we couldn’t do all the preparatory work
that we would have liked to have done.” Another participant, when discussing the
implementation of the transformation timeline, said that it helped them to realize they
should have done more analysis on what is really required for this type of change.
Transparency.
“People can only tolerate ambiguity for so long” (Participant, personal
communication) and transparency is key to a collaborative transformational change. The
open sharing of information and transparency surrounding the campus situation was a
crucial strategy to gain buy-in from the campus community. This allowed for more frank
and pointed discussions at the beginning, speeding up the process of identifying the
problems and strategies to address them.
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Communication.
Clear and consistent communication mechanisms and a thorough communication
plan help to prepare the campus community for the upcoming changes, and to keep the
campus up to date on the progress of the change efforts. One participant said that “people
either said it was too much or too little communication” and that a more centralized
location and consistent messaging was needed. The transformation timeline was a tool
that was visible and available in a central location and easily accessible and
understandable.
One participant cautioned that when dealing with a complex high-stakes problem
with an equally complex solution, it is important to remember that “most people work
from a place of good intent” but are constrained by their understanding and grasp of the
situation. They further said the challenge becomes the delicate dance of “broadening
understanding without raising anxiety so high, or anger so high” that they cannot hear or
refuse to hear what you have to say.
Conclusion
The preceding sections described how UNU’s process was collaborative,
experimental, and innovative. There was not a model or formal theory used in developing
the process for implementing transformational change. The university community was
engaged through campus-wide forums and programming, the faculty led and drove the
processes to develop the new academic groupings, and the university leadership used
open and transparent communication to help the campus understand the challenges and
the need for change. The next section will discuss the findings using the framework of the
strategies from the Mobile Model for Transformational Change (Eckel & Kezar, 2003)
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The Conceptual Framework: Eckel’s and Kezar’s Mobile Model
In Chapter 2, transformational change was defined as a multi-focal, multi-modal,
and collaborative process (Bolman & Deal, 2018; Buller, 2015; Eckel, 2001; Fullan,
2006; Kezar, 2001; Kezar, 2018; Kezar & Eckel, 2002; Latta, 2009). An analysis of the
approaches and strategies was conducted using the conceptual framework of the Mobile
Model. This analysis found that both institutions utilized the strategies included in the
model. The combined core strategies and related supporting strategies enabled
institutions to employ the flexible vision development and implementation process.
The conceptual framework for the study, based upon Eckel and Kezar’s Mobile
Model, was presented in Chapter 2. The model consisted of five major interdependent
nodes or “core strategies” connected through both direct and indirect paths. In addition to
the five core strategies, there are 15 supporting strategies (See Figure 4). Together, the
core strategies and supporting strategies form the conceptual framework and the lens for
this next analysis. In the following section, the five core strategies and supporting
strategies are briefly described based upon Eckel’s and Kezar’s (2002, 2003) studies on
transformational change.
The five core strategies are senior administrative support, collaborative
leadership, staff development, flexible vision, and visible action. There are 15 supporting
strategies that are defined later in this chapter.
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Mobile Model for Transformational Change – Five core strategies
Adapted from Eckel, P. & Kezar, A. (2003). Taking the reins: Institutional transformation
in higher education (American Council on Education/Praeger Series on Higher
Education).
Relationship of Approaches
As shown in Figure 4, not all of the core strategies are connected to one another,
though they are interdependent. When one strategy is underemployed, the model
becomes skewed. The supporting strategies help maintain the balance and momentum
through their interconnectedness between and among the core strategies.
No single strategy is more important or influential though there is a direct
connection of three strategies (senior administrative support, staff development, and
flexible vision) to collaborative leadership. These three strategies provide the leadership,
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resources, and capacity for a comprehensive and collaborative approach to
transformational change.
The collaborative nature of the process helps develop a shared language or
understanding of the goals and objectives of the vision and also multiple opportunities for
participation and involvement.
Evidence of the interconnected activity is displayed through visible markers of
progress and productivity towards the agreed upon goals. These visible actions
demonstrate the short-term wins, transparency in progress and process, and help sustain
the momentum through the long-term transformation change agenda.
Institutional Analysis
This next section will discuss the findings first for the five core strategies and then
the 15 supporting strategies.
Senior Administrative Support
Senior administrative support. Individuals in positional leadership roles provide
support by making value statements and visible declarations of the importance of the
transformational change, providing financial resources to support staff development,
creating opportunities for involvement, and make decisions that support changes in
existing structures and processes, or provide new supportive structures to facilitate the
organizational change (Eckel & Kezar, 2003; Kezar & Eckel, 2002).
UNU’s president brought the initial idea of the new academic structure.
Participants described the entire process from the development of the vision to the
implementation as a collaborative effort. The board of trustees completely supported the
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initiative and gave the university president, “pretty much a free hand and the resources to
do it.”
Collaborative Leadership
Collaborative leadership. Collaborative leadership provides opportunities for
individuals at all levels of the institution to be involved through the lifecycle of the
change initiative (Eckel & Kezar, 2003).
Collaborative leadership through invited participation of the senior leadership
helps to build trust and gain the buy-in of the university community. Prior to his arrival,
the new president began conversations with the academic leadership, which began in a
retreat setting where the broader concepts of the change were defined, and “there was this
group who kicked it off and…we spent probably a year just talking about [w]hat we were
going to try to do and where we were going.”
Those conversations eventually expanded to the entire university community
through multiple and varied opportunities for involvement and engagement in the change
process. Through reading groups, town-hall meetings, pilot projects and design-team
discussions, faculty had the chance to provide input, develop a shared language and
definition of the change goal, as well as offer feedback and criticisms on the draft
proposals for the new academic structures.
A shared vocabulary and understanding of the change was developed through
collaborative interactions and conversations. Regarding the shared language, vocabulary
and understanding of the vision, a participant stated:
Now, the problem is that for most of the university, this was a concept that was
hard to wrap one's brain around. There was a sustained period of ‘what is this?
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What does this mean? How could this be? We're doing a great job, why would
you change us?’
In order to help the campus understand the need for the change, and to also gain
buy-in, participants, “recognized that the only way to get buy-in is to really think about
what’s exciting about this change and to kind of capture people’s imagination and hearts,
rather than create an environment of fear.”
Staff Development
Staff development. Staff development refers to “programmatic efforts for
individuals to learn certain skills or gain new knowledge related to the change agenda”
(Eckel & Kezar, 2003, p. 78). These efforts help to develop and support collaborative
leadership and capacity building.
An example of how excitement was created around some of the changes was the
university’s effort to change the general education program. “One of the things we did is
we invested into our faculty going to a conference on gen-ed and gen-ed assessments.
That really invigorated interest in re-looking at gen-ed.”
Flexible Vision
Flexible vision. A flexible vision in the transformation change process “provides a
clear direction for the institution yet is adaptable” (Eckel & Kezar, 2003, p. 80) to take
advantage of emerging opportunities and make necessary adjustments throughout the
change process.
A flexible vision is one that provides the broad context and objectives of the
change. Through the flexible vision strategy, the initial direction of academic groupings
was expanded to encompass the entire university. Participants described the process as
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iterative with “a lot of false starts, though that is to be expected” in such a comprehensive
change. At UNU, this approach allowed for a constant feedback loop around the initial
broad objective of the academic disciplinary groupings that helped bring the more
structured aspects of the vision into focus. The initial development of the broader concept
of the transformational change was done collaboratively through invited participation in
design meetings, focus groups, and campus-wide town hall meetings open to the entire
community (collaborative leadership).
Using “directed learning or understanding” UNU created an atmosphere as a
learning organization wherein the broad objectives were defined (academic groupings
and new administrative structure), but the details of the specific groupings unfolded
throughout the process. The campus community had multiple opportunities to influence
the results and details of the vision by providing feedback during the campus-wide
sessions and workgroups.
At UNU, flexible vision allowed transformational change efforts to move forward
without a detailed roadmap but with one that has the broad direction or parameters of the
agreed upon future goal of the institution. The flexible vision process approach ensured
that actions can take place, mistakes can be made, and adjustments can occur. One
participant described the process as follows:
[W]e really followed what we teach in our first-year seminar which is the idea of
you can see so far, and you can use all the best practices in the world, and you try
to put things together but there comes a time when you just have to jump in. The
directive learning practice is this idea that you gather and brainstorm and try to
figure out as much as you possibly can and then you give it a shot. You give it a
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try and you learn from that and use that as feedback to continue to improve the
process.
It's more of a plan where you've got the concepts, the ideas, the
framework, and then you really have to work together as a community over the
course of a number of years to implement and try elements and when they don't
work you have to be willing to pull back, look at it again and try something a little
bit different.
One participant gave an example of how UNU adjusted their process to counter
ineffective strategies or unanticipated consequences. UNU decided to step back from the
idea that the administrative structure should follow the academic group structure. This
decision was made well after the restructuring had been in place as the financial impact
of the new structure could not be immediately seen. One of the participants offered the
following example:
Currently, we had to take a step back from the pure cluster structural organization.
We recognize that, currently we have seven integrated clusters, but to have all of
the programmatic administrative functions run at a cluster level, is almost as
inefficient as having them run all at the program level. I think we've not been as
effective and efficient as we could and should be, in getting the organizational
structure clarified. But we ended up, truthfully, with a year of pretty more
expensive administration. I think our plan is that we will fix that this year.
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Visible Action
Visible action. Visible actions are used to show “progress in the change process
that marks continual advancement toward the articulated goals of the transformation
agenda” (Eckel & Kezar, 2003, pp. 78-80).
Strategically using visible markers of progress helped to maintain the momentum
and generate excitement about the new structure. UNU developed a timeline to visually
demonstrate the progress of the reorganization and to provide milestones to achieve in the
process.
15 Supporting Strategies
Eckel and Kezar (2003) identified 15 supporting strategies in successful transformational
change. While a supporting strategy may interact with one or more core strategies or
other supporting strategy as shown in Figure 5, there is no hierarchy or architecture to
their role. The 15 supporting strategies provide an interconnected network of types of
actions and steps used in creating transformational change. As mentioned above, change
leaders need a variety of strategies to collaborate with the various constituencies to lead
change in higher education.
•

Putting issues in a broad context

•

Setting expectations and holding people accountable

•

Persuasive and effective communication

•

Invited participation

•

Opportunities to influence results

•

New Interactions

•

Changes in administrative and governance processes
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•

Moderated momentum

•

Supportive structures

•

Financial resources

•

Incentives

•

Long-term orientation

•

Connections and synergy

•

External factors

•

Outside perspectives

Complete Mobile Model for Transformational Change
Adapted from Eckel, P. & Kezar, A. (2003). Taking the reins: Institutional transformation
in higher education (American Council on Education/Praeger Series on Higher
Education).
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New Interactions
Throughout the collaborative process, bringing together groups that normally
would not interact with each other helps to spur creativity and innovative thinking (Eckel
& Kezar, 2003). Participants identified design meetings, town halls, and the steering
committee as mechanisms employed by UNU that created new interactions among the
faculty and staff.
Long-term Orientation
Transformational change is a long-term endeavor that requires strategies to
sustain momentum and interest throughout the implementation process. This supporting
strategy includes taking time to establish credibility and lay groundwork for the change,
as well as establishing staff development programs to support the different phases of the
change (Eckel & Kezar, 2003). The long-term orientation also requires change leaders to
be strategic in moderating the pace of change, and to weigh the impact of the short-term
and long-term gains and consequences of decisions. UNU adjusted their timeline slightly
to ensure that the level of change was manageable.
Connections and Synergy
The collaborative approach in the change process requires new interactions, or
“new ways old groups relate” (Kezar & Eckel, 2002, p. 324). Linkages to outside
opportunities as well as intentional avenues for new groupings can “help sustain the
energy necessary for transformation (Eckel & Kezar, 2003, p. 118). The new structure
necessitated changing the way UNU operated.
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External Factors
Similar to putting local issues into a broader context, senior leaders capitalize on
external factors to provide legitimacy and to create a sense of urgency in the
transformation change agenda (Eckel & Kezar, 2003; Kezar & Eckel, 2002). The new
structure would facilitate the changes in the pedagogical approach to teaching students at
UNU to solve the “wicked problems” facing the region and that are pervasive in 21stcentury society.
Wicked problems are complex social or cultural problems that lack clarity; are illdefined; have stakeholders with multiple, sometimes competing, perspectives; and where
the system-wide implications of possible solutions are difficult, if not impossible, to
determine (Buchannan, 1992; Rittel & Webber, 1973). According to Camillus (2008),
“wicked problems often crop up when organizations have to face constant change or
unprecedented challenges” (p. 2). Camillus further stated that:
‘Wicked’ problems can’t be solved, but they can be tamed. Increasingly, these are
the problems strategists face—and for which they are ill equipped. Wicked issues
are different because traditional processes can’t resolve them. A wicked problem
has innumerable causes, is tough to describe, and doesn’t have a right answer (p.
1).
Outside Perspectives
Outside perspectives. Outside perspectives can help institutions “re-conceptualize
their processes…and learn new ways of thinking” (Eckel & Kezar, 2003, p. 199).
Outside consultants can challenge internal assumptions; national experts invited
to campus can bring a different perspective to the need for a particular transformational
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change; and supporting faculty to attend national conferences and workshops helps
faculty to learn about what other institutions are facing and how they are addressing those
challenges (Eckel & Kezar, 2003; Kezar & Eckel, 2002).
To prepare the campus community to participate in the implementation, numerous
capacity building programs and resources were provided. To provide outside perspectives
UNU brought in consultants, met with individuals who led transformational change at
other institutions, and made resources available to faculty to attend conferences and
trainings. One participant stated:
People aren't prepared and you can talk about it forever, and there's really no
adequate way to prepare people for what's going on. I will tell you what we did,
from the very first day. We talked about the situation we were in, the needs of a
21st century, and a way for us to meet those needs and an approach. And we
talked about what others were doing, we even tried to pull in examples from
outside, we brought in a consultant, we brought in others that had done parts of
this.
The strategies not only provided a much needed outside perspective, they also
prepared the faculty to develop the process to solicit proposals and collaboratively
develop the vision for the new academic structures and lead the implementation efforts.
One participant stated:
So building capacity was one of those things that we always knew we needed to
do. And it was one of those things that it was really, really hard to do. Right?
Hard to find the time to do. We literally were building it while we were flying it.
So one of the ways we did do that was we brought in [an outside consultant] to
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run a collaborative leadership institute and it's basically they're adaptive
leadership where they really teach you how to do meeting design and we ran 35
people through it because our campus was one where you had to get everybody
pulling in the same direction. They just don't do top down, right? Most top down
is, "Here's the idea. You guys figure out how to do it." If we had tried to come top
down on how to do it, it wouldn't have worked.
Financial Resources
Financial resources. One of the ways that senior administrators support the
transformation agenda is through the reinvestment of existing resources or securing new
sources of revenue. The investment in the staff development programming, or
establishing supportive structures are examples of visible actions that show progress and
senior administrative support (Eckel & Kezar, 2003) and also serves as an incentive for
faculty and units to participate and support the transformation agenda.
Participants noted that a key responsibility of senior administrators is to provide
the financial resources to support a transformational change agenda. UNU was able to
reinvest funds that were made available during a reduction in force. “As we went through
the process…we had separation incentives and a small reduction in force…we did
recapture some lines and bring them forward as new positions.”
Another participant said the university also found new outside funding:
…to support teams of faculty getting professional development on project-based
learning. Then these teams will become the facilitators for the next team of
faculty. Our first group that went through the training, we had 70 of our faculty,
and we have 210 faculty. A third of our faculty, and we had to turn people away
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volunteer to be on the first team. We had begun a movement, and programs
[were] working together.
Setting Expectations and Holding People Accountable
Setting expectations and accountability. “Expectations about the effect of the
change for individuals related to the change initiative are established” (Kezar & Eckel,
2002, p. 324) and are used to hold people accountable. The expectations can “take the
form of a code, guidelines, policies, or statement to the community, or be informal
spoken norms of behavior or thinking” (Kezar & Eckel, 2002, p. 324).
One of the themes discussed in the prior section was the importance of
transparency to collaborative change. One example given was the development and
utilization of dashboards that showed enrollment and retention targets as well as the
financial position of the university, providing transparency around the performance of
other units.
Supportive Structures
Supportive structures. New positions or administrative structures may be needed
to support and facilitate the change efforts (Eckel & Kezar, 2003).
The comprehensive change at UNU had a lot of moving parts. To support the
change process, there was a chief-of-staff appointed to help guide the change process.
The university reinvested resources to hire someone to fulfill a newly established position
to lead internal communications. One participant described the role as:
…an internal communication lead. And the idea was that he was really focusing
his efforts on communicating within the university to the faculty and staff to keep
them informed about what was going on across the institution. Certainly about
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decisions, but also about activities and ideas and thoughts and when these
meetings were.
Incentives
Incentives. Incentives can be both operational and financial and are used to
recognize current behaviors and encourage new behaviors to support the change agenda
(Eckel & Kezar, 2003; Kezar & Eckel, 2002).
One participant stated that in addition to those leading the change needing to be at
the table to make decisions, “it was really important, really important to make sure that
your change agents have the budget.” With control of a budget and the necessary
authority to make decisions and fund projects, change leaders provided funds for course
releases and summer money for faculty guides. This encouraged faculty to “participate in
helping to build the various mechanisms that would allow us to move the change
forward.”
Putting Issues in a Broad Context
Putting issues in a broader context. Senior administrators frame issues in a broad
context to create “an understanding of how the change initiative is part of larger changes
in the higher education community. It assists in providing legitimacy, buy-in, and makes
the issue[s] less personal” (Kezar & Eckel, 2002, p. 324).
The president placed the need for UNU to change in the broader context of the
need for higher education to change the way students were being taught. The lack of
interdisciplinary and multidisciplinary academic programs was nation-wide and there was
a need for students to be able to work collaboratively to solve real world problems that
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required an understanding of the fluid and non-siloed nature of critical and creative
inquiry. One participant stated:
Because I was involved in research at tier one universities, [I realized] there was a
dilemma about what we were teaching our kids. And we had gone so far in
siloization and the challenges that we are facing in the 21st century, we're really
cutting across so many disciplines and we really need to be able to talk to each
other and work together to make the kind of leaps that we needed to make.
And so, I started actually in a research environment creating this view of
how do you create clusters of integrated problem solving where you work on
some of the grand challenges that are being put forth by the science academies
and the engineering academies? Because I really saw that as an answer for many
reasons, I saw the challenges that were occurring in research, I saw the way
discoveries would be made in the future and were being made and how many
different disciplines were being brought together to really do it.
This participant further stated:
And so I said, well, we've even started siloing at the undergraduate levels. I
thought, well, where we really need to focus this on is undergraduate students and
really trying to develop the capability there to do this sort of innovative, crossdisciplinary thinking.
The reorganization at UNU was also designed to eliminate the artificial
boundaries created by the siloization that is found in most large and complex
organizations. Participants said the silos were found not only in administrative and
operating structures, but also within the disciplines themselves. One participant stated:
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We’ve come to realize that we lost something in the ability to work between
disciplines. Trying to communicate the fact that historically the real roots of
higher education are this well-rounded interface to the world you were going to
live in. As the world externally had changed, higher education had really gone
into itself and gone into specific siloization of disciplines. This complex system
accompanied with the slow nature of change in higher education presents a barrier
to change.
Changes in Administrative and Governance Processes
Change in governance and administration. Decision processes, administrative
structures, and business practices need to be adjusted to facilitate and support the change
agenda (Eckel & Kezar, 2003).
One of the ways that senior administration provided support was by making
changes in some of the existing processes and structures. Academic affairs operations
were restructured to flatten the organizational chart and facilitate decision making. This
included eliminating three vice-president positions. One participant offered the following:
We had a pretty convoluted structure prior to this. For all of sort of the chaos and
change of change, the structure beforehand might have looked more traditional.
But it was fairly convoluted, so you had the provost, and three associate vice
presidents, and three deans. It was really unclear who was doing what about a lot
of things, and who had decision responsibility.
It was very hard to get a decision made. For example, I had been trying to
get an academic data management system, recognizing that this is going to cause
havoc with our accreditations. For four years, I couldn't figure out how to get it
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approved. Everybody said we should have it, but nobody could approve it. Where
in the new structure [president] was like, "Yeah, just buy it." Ultimately, it was
like, okay, this is a whole lot easier.
Other changes required adjustments to the governance structures and executive
cabinet. When asked about an important lesson learned, one participant stated:
When the people driving the change became the people sitting in with the senior
leadership, then things were able to start to happen because decisions started to
take place aligned with that.
Looking back at the overall process, one participant stressed the need to be
mindful of the needs and power structures involving faculty and staff by saying:
When there's change, and particularly when for the first time I think in the history
of the institution, positions were eliminated. It's the [administrative, non-faculty]
staff who feel the most vulnerable. I think that's just something to be really
mindful of, that people who perceive themselves having lesser power I think in
any situation, whether real or imagined, are the ones who feel the most
vulnerable. I think we've had to work really hard to make staff not feel like their
positions are in jeopardy.
Persuasive and Effective Communication
Persuasive and effective communication. Written or oral reports and updates are
used to inform the campus community of the change initiative and the progress of the
implementation towards the stated goal. Included in the communication strategies are
invitations to participate through requests for input, attendance at a focus group, or
solicitations for feedback (Kezar & Eckel, 2002).
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UNU developed a comprehensive and robust communication strategy. Through
weekly updates from the change team, blog posts by the university president, and regular
town-halls and open forums, the campus community was kept informed about the
initiative and progress of the process. Activities described by one participant included
using the learning management system, developing a software platform to connect people
around a specific academic grouping, as well as open space meetings and posters. When
reflecting on lessons learned regarding communication, this participant went on to say:
We had open space meetings and posters and so on around, and what we found
was those that were really excited about this and wanted to participate were
reading every word and those that wanted it to just go away, weren't reading
anything….
We began sending out messaging from The Office of Academic Affairs
and I noticed that, it was from the office of the President and mail, email started
coming out from positions instead of individuals. And I really believe when we
were emailing them individually…, before we hired the internal communication
lead, I was sending out the weekly updates to everybody on what was going on. I
think they felt better when it was coming from a person. When it started coming
from the office [of the president], I think it started to feel like it was being done to
them.
Invited Participation
Invited participation. Opportunities to participate in the change process are made
through formal communication avenues (Eckel & Kezar, 2003; Kezar & Eckel, 2002).
The formality of invited participation provides a level of legitimacy and importance to
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the change initiative. Inviting participants to engage in the process also informs the
community on various opportunities to influence the process and outcome of the planning
process.
Faculty and staff were invited to participate in the design meetings. Calls for
proposals were solicited and there were multiple opportunities for faculty to serve as
guides for the new academic structures. The entire university community was invited to
listening sessions and town-hall meetings led by the president. According to participants,
there were “open space meetings and posters and so on around, and what we found was
those that were really excited about this and wanted to participate were reading every
word and those that wanted it to just go away weren’t reading anything.”
Even though there were a wide-range of opportunities for participation and an
intentional cross-campus composition of the steering committee, as part of the lessons
learned suggestions, one participant stated:
What I would work harder on, because my sense in the learning process is
engaging the broader sense of community and thought leaders as being sort of the
underlying group that carries you forward is important.
Opportunities to Influence Results
Opportunities to influence results. Opportunities to influence results can be
through existing roles and structures, through new structures designed to encourage
collaborative leadership and engagement, or by soliciting feedback and criticisms.
Incorporating the feedback into the revisions and then sharing the results widely shows
that the input of the faculty is valued (Eckel & Kezar, 2003; Kezar & Eckel, 2002).
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Invitations to participate in and provide feedback through the townhall
discussions and poster sessions were other opportunities to influence the results. Faculty
were facilitating meetings to determine where they wanted to be and what academic
grouping they wanted to join.
One of the challenges was to:
…get through the murky middle where you can’t see clearly and you thrash
around sometimes….One of the biggest things that is difficult for us is first the
belief that we needed to do this. The second was that this was what we should be
doing. And really the third was how do you do this? And how do you take care of
all the structural elements that have built up over university for decades with
department and individual elements.
Moderated Momentum
Moderating momentum. The adaptability of a flexible vision allows change
leaders to moderate the amount and pace of change. The moderation of the pace of
change is “not a micromanaging of the process…or influencing the outcome…but a way
for leaders to influence to optimal rate of change” (Eckel & Kezar, 2003, p. 116).
Timeframe
All three participants commented on the rate of change and the short timeframe.
One participant observed that they should have done more analysis about what the
change would really entail and to:
...make sure that there’s built in time for people…[to be] sharing models and
sharing reading and having conversations on that sort of thoughtful level while
they’re undergoing [the change]. Otherwise you end up in sort of a reactive,
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chaotic mode….I think there was a need to have some urgency or people just
wouldn’t have bothered to do anything. But in that urgency, we were not as
reflective as we probably should have been.
One participant stated, “The quickness with which we initiated this change was
both, I think, necessary and might have been better if we had a little more time. But we
really didn’t.”
Another said:
The problem we had was our situation had gotten to the point where it was
evolving so fast that we couldn't do all the preparatory work that we would have
liked to have done. And I don't know that you can ever do enough to be honest
with you, but our timeframe was generally pretty short.
Summary
UNU’s change process incorporated all of the core and supporting strategies in
the model. Their approach using directive learning supported the strategy of using a
flexible vision that provides the direction is nimble enough to make adjustments or
capitalize on unforeseen opportunities.
The senior administration supported the change process by publicly promoting the
new vision through campus-wide communications, providing financial resources for
incentives and staff development programming to help prepare people for the change and
to lead the change; and establishing new positions to support the change.
UNU was in year five of the transformational change and the vision continues to
evolve as goals are achieved and new opportunities arise. To maintain the momentum of
the long-term change initiative, there were a number of strategies used including visible
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actions marking the progress; providing staff development for the different phases of the
change; and continuing the strategy of collaboratively led change. Another example of a
key strategy and high-profile visible action was the transformation timeline that focused
the change efforts and chronicled milestones and achievements.
Prior to the reorganization, the UNU campus community experienced very little
change. Change leaders recognized that the community needed to know that the change
was not going to be “done to them.” To address this concern, the campus community was
invited to participate, offer input and feedback to influence results, and to join
workgroups to develop the new academic structure. It was also important to have outside
perspectives to support the need for change as well as reinforce the broader context of the
external factors and challenges facing higher education.
Change leaders knew that in order to have the faculty buy-in, they needed to be
transparent and collaborative throughout the decision-making processes and
implementation. Participants noted that they were also going to need to “capture the
hearts and minds of the campus” to successfully implement the transformational change
initiatives.
Conclusion of Upper Northeastern University Analysis
Because everybody wants to know the best approach, they want to do the best
they possibly can. But the problem is if you're really trying to do something that's
on the forefront, it's not always clear.
—Participant, personal communication
Transformational change requires a system-wide adjustment to achieve the
institutional change goals. The nature of higher education is to study, discuss, and create
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a product that is tested and grounded in research. However, when achieving
transformational change, the exact picture or the path forward is not clear nor is there
always time for extended critical inquiry. The leadership at UNU successfully guided the
change process utilizing a variety of strategies and approaches. The overarching approach
was one that embraced “directive learning or understanding” and used feedback solicited
throughout the process to make changes along the way.
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– FINDINGS
New England Southern State University (NESSU)
Institution Profile
NESSU is a four-year public regional comprehensive university with three
campuses in the southern New England region. It is part of a state-wide university system
and offers bachelor, graduate, and doctoral degrees. Total enrollment is over 8,100 with
approximately 6,300 undergraduate students. There are over 260 faculty members and it
offers 53 majors and more than 25 graduate degrees. In-state tuition and fees are
approximately $8,200 and out-of-state tuition and fees are more than $22,000 per year.
One of the reasons NESSU was selected for this study is because it was
undergoing a transformation initiative and also completed a reorganization started in
2009. These two events illustrate differences in approaches to each change initiative.
Participants
The participants interviewed were two academic leaders involved in the current
university change initiatives. The university president was unavailable to participate in
the interviews.
One of the participants, upon arriving at the university, was charged with
transforming the culture of a specific college within the institution to one with increased
expectations for high caliber research from the faculty and improved academic quality.
The participant’s background in the sciences shapes the data-driven and “mix it up”
approach to leading organizational change. While this participant’s specific change
leadership efforts were within the college, they were part of the overall changes in
academic affairs.
84

The other participant, before holding their current position, was on the faculty and
held several leadership positions at NESSU. Currently, this participant is heavily
involved with the academic affairs portion of the university’s overall three-pronged
transformation efforts. This participant’s unique background as a former faculty member
and current academic leader is a bridge between the reorganization in 2009 and the
current process for transformational change. This participant’s perspective was important
as it helped shape their approach to the current academic affairs change initiative of
academic pillars of excellence developed for academic affairs. Both the 2009
reorganization and the current institutional change initiatives will be explained in more
detail later in the chapter.
Background
NESSU’s recent history provides the background for this analysis. When the
interviews were conducted, the institution is working to address financial pressures
caused by a decrease in enrollment, low retention rates, and a decline in state
appropriations. Issues facing higher education in this region include a smaller population
per capita with a college-age demographic that is diminishing in size. While the tuition is
low, one participant described the region as relatively economically depressed and not yet
fully recovered from the recession in 2008.
The university is still recovering financially from the impact of the 2008 recession
and 2009 reorganization. Participants said changes made to address the financial
challenges included drastic budget cuts, closing programs, and layoffs of tenured faculty
and staff. Currently, participants felt the university was on a positive trajectory towards
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overcoming the impact of the prior change initiatives and was growing and getting
stronger as an institution.
According to the university website, NESSU has had four presidents, including
the current president, since 2008. Of those, two were interim appointments, and one was
asked to leave the institution.
The Change Initiatives
The period examined in this study was from 2009 to the present. There were two
different change initiatives included in this analysis: a reorganization of academic affairs
and the current three-pronged transformation process that include the “President’s
Goals,” the service promise, and the vision for academic affairs—the academic pillars of
excellence (pillars). Like almost all institutions in higher education, NESSU continues to
face financial pressures related to reductions in state funding, declining enrollment, a
diminishing college-age population, and poor retention. In 2009, an abrupt decline in
state funding and severe budget cuts placed NESSU in a precarious financial situation.
The resulting decline in state funding support placed NESSU in a dangerous financial
situation, and one participant said, “if NESSU was going to survive, changes were needed
to save costs.” However, any savings from a reorganization would not be immediately
realized.
2009.
In 2009, to address financial challenges, the university president began the
process of reorganizing academic affairs. The initial plan and process were developed by
a small group of faculty and administrators starting in 2010 and implemented in the fall
of 2011. According to participants, the severity of the financial situation necessitated a
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short timeline that posed serious challenges to the collaborative process and the ability to
do a thoughtful analysis that is important in the reorganization. Even though the final
reorganization plan was developed by faculty, participants said the initial missteps by the
then president tainted an otherwise solid plan and process. According to one participant,
the president, who started the initial 2009 reorganization, ultimately left the university
after a vote of no confidence by the senior faculty members of the faculty senate.
2020.
Currently, the institution is involved in a three-pronged transformation process
that includes the president’s nine goals, the service promise, and the academic pillars of
excellence (pillars). Starting in 2015, the current president started a process designed to
help heal the campus community from earlier challenges and to transform NESSU
through a series of nine goals. The goals were the result of the president’s conversations
with students who had been admitted but chose not to attend NESSU. One participant
said that the goals were not a strategic plan, or a reorganization developed through a
formal university-wide initiative. However, the goals have guided the institutional
changes that have taken place over the last several years. Given the turbulent history, lack
of trust among faculty and staff, and continued financial challenges, the goals were an
initial way to lead the institution back to fiscal and emotional health; and the university
will soon be ready to start a strategic planning process.
The second component of the transformation was the student service-promise that
is the foundation and the standard for decision-making and customer service. Along with
the student service-promise, service values were developed through a collaborative
process led by the human resources department. And the third component of the
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transformation initiatives are the pillars of excellence in academic affairs, started in 2018.
The towers were developed through an inclusive university-wide transparent process
involving faculty, staff and students.
The following analysis will examine the process for the initial reorganization, the
current transformational change focusing on the vision for academic affairs, and also
general approaches to leading change in higher education. The 2009 reorganization will
also be discussed as an example of the missteps and impact of a prior failed change.
Strategies and Approaches to Transformational Change
The remainder of this chapter will discuss the findings of New England Southern
State University (NESSU). For NESSU, the themes that organically emerged during the
initial analysis of the interview transcripts were engagement, relationships, resources, and
communication. Examples of the strategies from the model will be incorporated
throughout the findings rather than in separate sections.
Faculty Engagement
An overarching theme to the approaches described by the participants’ was the
engagement of the faculty, staff, and students. Faculty engagement included a
collaborative approach and opportunities to participate in processes leading change. One
participant said that without the support and buy-in of the faculty, “You are nothing
without the faculty. You are [your change initiative is] dead in the water.” And, both
participants observed that even when there is a clear process, opportunities for
involvement, and commitment to faculty engagement, some faculty will choose not to
participate.
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Process and approach.
A good process can protect you from failures and bad feelings.
—Participant, personal communication
Initial reorganization (2009). During the 2009 reorganization process, the initial
approach taken by the president did not involve or engage the faculty in the process. On a
campus that has a strong tradition of faculty governance, the lack of collaboration by the
president caused unnecessary tension and cast doubts on the president’s plan and motives
for change. However, in response to the swift and severe backlash, a participant said the
president “had her mind changed, and then she developed a different process that
involved the faculty senate, three senators, and then [resulted in] a faculty senate vote.”
One participant said:
I think the process that was developed by the upper administration was not
originally intended to include the faculty…The faculty senate pulled the president
aside and said, “This won’t work unless you include faculty and unless you
include the senate.”
The faculty senate endorsed the 2009 reorganization plan. Another participant
said, “by that time relations between the faculty and the president were becoming worse
and worse.” While that endorsement helped to give the plan power, it did little to mitigate
the damaged trust and relationship between the then president and the faculty. And even
though the process was revised based upon the input of the senate, this initial misstep
eventually led to the president being voted out by the senior faculty.
Once the president agreed to include the faculty and engage them in the process of
the reorganization, “rather than trying to do it with just a committee of administrators,” a
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participant remembered feeling “like a traitor, sort of like working with the enemy.” They
further said:
But I didn’t feel that way. I thought faculty could either try to make a plan that we
can live with or we can just stand over here yelling and fighting. I just thought it
was better to try and influence the plan. And I think in the end, the plan was not
bad.
The faculty senate endorsed the plan developed by the committee before it went
into effect. According to one participant:
[T]he result of that endorsement was that even if people didn’t love the plan, even
if they didn’t think it was the best idea, the fact that faculty senate [was] engaged
in the process and voted in favor of that plan. It wasn’t unanimous, but [that] we
voted in favor gave that plan a lot of power.
Given the precarious financial position of the university at that time, had the
faculty not endorsed the plan, it was unclear how the university was going to survive the
economic challenges. As one participant said, “We were not sustainable.”
From the outset of the implementation phase of the reorganization plan, faculty
were involved in the process of naming the respective colleges. A participant said that
approach reengaged the faculty:
Each new college went about naming itself, which was, I also think, a smart way
to engage people in what ended up being a creative visioning process. In the
process of naming [the colleges], I think some cohesion happened.
Even though the president ultimately engaged the faculty, the lack of trust
between the faculty and the president was too great of an obstacle for the president to
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overcome. As a result, in 2012, the president received a vote of no confidence and left the
university. In the years between 2012 and 2015, with the arrival of the new president,
there were turbulent times marked by upheaval, budget cuts, and layoffs. The failed
attempts at change during the prior initiative compounded the sense of fear, a lack of trust
and a decrease in morale .
Academic affairs vision: Pillars of excellence (2018).
This next section discusses the vision for academic affairs, the pillars of
excellence (pillars). The pillars were developed as guiding principles and as a framework
to help the provost direct investments in various initiatives in academic affairs. The
process of developing the pillars was open, inclusive, and collaborative. According to a
participant:
They [the pillars] were the result of a semester of inclusive good university-wide
thinking by faculty, staff, and students about who NESSU was and who we
wanted to be.
While the provost wrote the initial vision of the pillars before starting the process,
a participant said:
What we ended up with was much better, and it was highly influenced by
graduate and undergraduate students who told us what they thought NESSU was
and what they needed us to be.
The collaborative process used in developing the pillars was a semester-long
constructive and inclusive process that initially started with the academic leadership team
and expanded to include vision panels that were open to all faculty, staff and students.
One participant said:
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We had vision panels that were just faculty and staff members, and then we had a
vision panel that was only students. Every vision panel got us closer and closer to
a vision of the university.
Through an open exercise for the whole university, “everyone from any department, any
division, students, faculty, staff [could] come in and vote with little sticky dots on the
best aspects of what has been distilled from those vision panels” said a participant.
As part of a commitment to transparency and engagement, the vision panels
occurred in front of a live audience and included food and drinks; one participant said it
gave a sense that the participants were guests invited to a planning party for the future:
Every vision panel was held with a live audience with food and drink. I mean,
literally, cocktails. And then every vision panel was recorded and posted on the
website so you could hear the whole thing at the end from the panelists to the
conversation afterward…everything was wide open.
A commitment to faculty engagement in organizational change only succeeds
with open, transparent communication, mutual respect, and a collaborative approach to
organizational change. One participant said the option is to “have missteps along the way
and go back and correct them or have an inclusive process from the beginning and
respect the shared governance culture.”
Ten years later, the institution now has a president and provost who are both
passionate about and committed to faculty engagement and shared governance. And,
while shared governance imposes some constraints and slows down the change process, it
is crucial to gain the buy-in and support of the faculty. One participant was told, “if you
lose the faculty, you lose the job…and he was totally right…I think it’s actually for the
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best because even though it’s not fast, you do gain perspective early rather than later, and
you learn where the pitfalls are sometimes before you step in them.”
Faculty Governance
The participants’ approach to leading change has a solid foundation in respect for
faculty governance. Faculty engagement includes shared governance, participation in
processes leading change, and a collaborative approach to decision-making, where
appropriate. It also includes opportunities to provide input and participate in decisionmaking, where appropriate. As one participant in this study said, “faculty are in charge of
some things, but they are not in charge of everything.” Clearly defining those
opportunities and limitations is an important part of the approach to leading collaborative
change.
One strategy used during the process used to develop the academic pillars was to
engage the academic leadership and the college faculty in the implementation of the
vision for academic affairs. Initially, the deans requested to lead the implementation, to
take it back to their colleges, and implement the plan. According to one participant, it did
not go as planned:
So, they took it back to their colleges, and they took it to their faculties, and the
faculties ripped it apart…They gave their critique, which is what faculty do, and I
appreciate that. I do it, too.
Since the initial implementation approach did not work, one participant said the
provost worked with the deans and the faculty on an alternative approach and asked the
deans to provide a comprehensive report about the exemplary activities within each pillar
that was already happening in the colleges. Participants said that while that approach
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delayed the implementation in the first year, the college reports would provide a baseline
for activity, based upon what the faculty were already doing.
Rather than a formal section for individual strategies from the Mobile Model for
Transformational Change, they included within the examples in the section above that
outlined the initial reorganization, subsequent initiatives, and the impact of using—or not
using—strategies from the Mobile Model for Transformational Change. The strategies in
the examples include collaborative leadership, flexible vision, opportunities to influence
results, and setting expectations and accountability (Eckel & Kezar, 2003).
Relationships
Part of the art of the game is to get the most political capital out of the resources I
have so that the faculty are happy, and they feel that I’m looking after them and
supportive of them.
—Participant, personal communication
Relationships help to break down barriers, open lines of communication and
develop a shared understanding of the vision and goal. The key to changing the culture is
through developing relationships built on trust and respect. One participant who was
trying to effect change with the faculty to increase the rigor and level of research and
scholarship said that faculty were willing to seek him out and by doing so proactively:
…it’s not passive…it’s the relationship and I think that it starts to transform the
culture [and] then they [faculty] start to realize…‘I can be more, I can do more,’
and they start to feel okay [about the change].
Holding one-on-one meetings, listening to what the faculty have to say, and
following through on promises “helps to develop political capital necessary to lead
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transformational change,” said another participant. Participants said to develop those
relationships, you have to spend time meeting, talking, and listening to faculty, and that
leads to building consensus and “includes them in the narrative.” One participant said, “If
I want to lead a transformation in the academic world, it has to be collaborative.”
Listening.
One of the challenges facing change leaders was that during a severe economic
downturn, there were massive budget cuts and faculty layoffs. Added to the residual
effects of the 2009 reorganization process, faculty felt very threatened, and there was a
lot of distrust of the administration. One participant described it as “all of the programs
were siloed, and people were in bunker mode.”
Meeting with, listening to, and supporting faculty to make the necessary changes
is crucial to a successful change. One participant said:
I think one of the key elements of transforming is understanding what you’ve got
you’re trying to change. And that means listening. So, I spent time talking to
faculty, meeting faculty because some of them have a really skewed point of
view, and they’re still in that protection mode.
It is important to not only hear their story but also to learn the history and the
underlying issue. The participant said it was important to listen to the loudest voices and
“really listen to what they want and then set up an environment that’s changed.” Further,
when people are in protection mode, “sometimes you have to really shop around [the
story]” and see what is going on.
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As another example, the participant talked about a strategy when proposing to
develop a new curriculum committee that both the dean and the university wanted to
have:
I went to the department chairs and told them, “I would like to have one,” and
then a couple of them got upset, and it was a heated argument. At the time…I
realized that if I went that way, I would have taken too much of political hit. So, I
would just back off and say, “Okay, let’s not do it.” When I said that we were not
going to do it, they recognized I was listening to them…and we started to build
that relationship of trust.
People.
In 2015 when the new provost and president started, rather than embarking on a
large strategic planning process, they instead saw the need to spend the first two years
listening to the faculty and staff and letting them grieve what they had lost. And even
though the financial footing had somewhat improved, cuts to the budget were still
necessary.
Both participants talked about the importance of relationships in creating change
and the damage done by the ineffective reorganization process. Leading change in an
institution that has an environment marked by distrust and fear because of prior budget
cuts and layoffs has taken a toll on the morale of the faculty and staff. One participant
described the importance of listening to people grieve:
We needed to stop the bleeding, get people healthy, get morale back up. In the
first couple of years of the administration, it was just listening to people
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grieve….I learned that it’s cyclical, and it just takes a long time. The grieving
might never be completely over for some people here.
One way the change leaders tried to increase morale was by securing financial
and physical resources to support faculty and staff in the change process.
Resources
“I’m just trying to deploy the maximum amount of funds I can—every day—to
support the maximum number of people doing what they want to do that will be good for
our students.
—Participant, personal communication
An important part of implementing the vision of the academic pillars was a grant
program established to fund ideas as a pilot. The funded grant projects were solicited
through a call for proposals and selected by a faculty committee. According to one
participant:
The grants were a reallocation of more than $300,000 to fund initiatives that
would make the pillars shine….the thing I love about this is that this is not onetime funding…an idea that could move the needle on retention…could actually be
permanently funded.
Given the financially turbulent times and prior sustained periods of scarce
resources, having vision and excitement to think big and broad did not come easily to the
faculty. A participant said:
I’m optimistic that once people see that the maker space got 30 grand [$30,000] to
design this new course and buy five VR units, they [the faculty and staff] will
start to believe that they could actually get their academic dream
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funded….Because of where we’ve been, it’s really hard for faculty actually think
big picture. People have shrunk their dreams to the size of their budget and the
size of our experience.
The participant continued to describe the impact of the first round of grants as:
It’s awesome. It’s really fun to be able to put money out to fund people to do the
work that our students need to be done. And I think part of what we’ve done in
the past four years is to move the university.
The strategic investment of resources not only helped to improve morale but also
to develop the trust and relationship between a new academic leader and the faculty.
Upon arrival at NESSU, one participant “listened” to what faculty needed and discovered
they did not have the necessary infrastructure to “be competitive for getting the large
grants. The leader’s response was to:
Start to support the programs…and bring resources to the areas I wanted to
grow….By reinvesting existing resources into startup funds to attract higher
quality research-grade faculty…and making the initiative that I am looking to
distinguish ourselves…it was trying to foster the new culture and then I had buyin from the faculty which was critical [to achieving the change initiative].
The grants and the investment in infrastructure are examples of senior
administrators using strategies from the model–the senior administration took visible
action by providing financial resources through reinvesting existing funds and securing
external funds, to provide incentives, invest in infrastructure, and provide resources to
implement the academic affairs vision – the pillars of excellence.
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Communication
Both participants touched on issues of communication throughout the interviews.
One participant said the delivery of information is critical to the success of any change
request. It is also important to be aware that even if the intent and content of the change
are solid, a miscalculated approach can trigger a retreat “back into bunker mode” and
increase any residual resistance to change.
Taking a strategic and collaborative approach to discussing and effecting change
helps to build credibility and political capital. One participant stated, “I met with
individuals and departments one-one-one, and I let them understand my vision, [and] that
I had a clear mission.” Further, by building political capital through taking the time to
listen and communicate, “I was able to get faculty buy-in… It didn’t take a lot on my part
for them [the faculty] to join up. The faculty really care about the students.”
Another topic around communication was the importance of transparency that
was mentioned earlier when discussing the approach to developing the academic pillars.
Both participants mentioned the need for transparency and clear communication when
working with faculty who want to try something new and one said, “you have to be
transparent with your expectations when encouraging faculty to try new things, you have
to quantify what it means to fail [or succeed when trying something new]…otherwise you
are setting yourself up to get hurt” when you are trying to lead change. They continued to
say having a shared understanding of the goals, expectations, and resources needed helps
to “advance our relationship….If they ask me for something or identify barriers and I’m
able to overcome those barriers for that faculty member, now I’ve gained political
capital.”
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Developing a shared understanding is an important point under collaborative
leadership. By developing a shared understanding of the change, faculty and staff will be
engaged in the process and have opportunities to participate and influence results (Eckel
& Kezar, 2003).
Communication strategies and methods
NESSU used several communication strategies to keep the campus informed
about the various change initiatives, their progress, and the plans moving forward. These
include a monthly newsletter to academic affairs from the provost that reports on the
process of the pillar initiative. At the beginning of each year, the president hosts a
welcome back breakfast. One participant said the president’s breakfast had been a way to
communicate on the progress of the president’s goals, highlight some of the grant
projects, and an opportunity to celebrate “bringing in a new tenure class and that has
really helped increase morale because people have seen an investment in faculty.” Both
the monthly newsletter and the breakfast are examples of taking visible action by
celebrating accomplishments and showing progress towards the goal to help maintain
momentum (Eckel & Kezar, 2003).
Vision
Transparency, collaboration, and communication are key to gaining the support of
the faculty and one participant said:
…one of the most important things, when negotiating with faculty and moving
change, is [to] give them a vision that they can buy…They have to see how they
fit into it…Help them find a place they’re comfortable with…to do what they like
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to do best…play on their strengths, not their weaknesses…. In an academic
setting, your powerbase is the faculty. They are your champions.
When developing the vision for academic affairs (pillars of excellence), the
change leaders at NESSU used a transparent and collaborative process and provided
numerous opportunities for involvement. As mentioned earlier in the chapter, the provost
“wrote a vision in January before [we] started the process, but it is not what we ended up
with by any means.” This example illustrates several strategies for transformational
change: flexible vision, connections and synergy, and financial resources (Eckel &
Kezar, 2003).
According to Eckel and Kezar (2003), a flexible vision strategy refers to the
process wherein the actual vision provides a broad direction to guide the campus
direction towards change. The process is flexible, and leaders can adjust the overall
vision, when necessary, based upon feedback from the campus community. The initial
vision for academic affairs, as described by one participant, evolved throughout the
process and “what we ended up with was much better.”
The solicitation of feedback on the vision through various campus-wide forums
created opportunities for new interactions among faculty and staff, helping to break down
the siloed, bunker mentality. The process for creating and submitting grant proposals
encouraged faculty to collaborate with other disciplines in their proposed pilot projects.
And, the pillar grants are an example of the institution providing financial resources to
support the change efforts.
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Lessons Learned and Reflections
One participant described the importance of looking at an issue holistically and
systematically and taking the time to anticipate the pitfalls and impacts of the decisions
made. They also said to expect the unexpected, be optimistic, be ready to recognize and
capitalize on opportunities because “what I realize is that if you have an opportunity and
you’re not prepared for it, you just lose it [the opportunity].”
When leading change, one participant stressed the need “to be flexible, be quick
to change and be open to being wrong,” and not to take anything personally. They went
on to say that “when you have a preconceived notion…and then the evidence is to the
contrary…you’ve got to let it go. That one took me a while to get used to.”
According to one participant, something for a new leader or someone new to
leading change to be mindful of is to gather a team with multiple voices and to “pick your
team…find the ones that are honest…then depend on them…trust them. You [will] have
to rely on them a lot.”
Another participant talked about the importance of the service promise (studentfocused every day) to the transformation of the university from a “faculty-focused entity
to a student-focused entity.” The participant shared with amusement about:
“…how the service promise gets used against me all the time when I try to do
things people don’t want to do. They’ll say, “But, that’s not student-focused every
day.” And I have to say, ‘you know what? You’re right. How do we fix it?’
Underlying the transformation initiatives are four service values: respect and care,
integrity, equity, and responsiveness. The university’s transformation includes the
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academic vision, the services promise, and the president’s goals, and it “is really a whole
package, and each part needs the other.”
Conclusion
The institution’s approach to change includes engagement of the faculty and the
campus community, a respect for shared governance, open and collaborative decision
making, and a flexible and transparent process. The service-promise values were
developed by the campus community to support the university’s nine goals that were the
result of the president’s conversations with students who chose not to attend NESSU.
As illustrated throughout this chapter, NESSU’s approach to transformational
change includes several of the strategies in the Mobile Model for Transformational
Change (Eckel & Kezar, 2003). In addition to valuing the faculty and the faculty
governance process, the university is continuing efforts to increase the morale of the
campus through visible actions like hiring a new group of faculty each year, funding
incentives to encourage new behaviors supporting the change, and making investments in
the grant-funded pilot projects. One participant summarized this commitment to
supporting the change initiatives:
So, we’ve tried to put the money to use in the best possible way, just trying to get
the maximum amount of money we can out the door doing good work.
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– DISCUSSION
Introduction
The purpose of this qualitative case study was to explore the theoretical
framework used to explore the implementation process strategies used by two mid-sized
public institutions of higher education. This study documented the change leaders’
reflections and views of their approaches and strategies used in the planning,
development, and implementation process of a reorganization. The results showed that
the transformational change process could be more effective when utilizing the five core
and fifteen supporting strategies of the Mobile Model for Transformational Change
(Eckel & Kezar, 2003), as shown in Figure 5.

Complete mobile model for transformational change
Adapted from Eckel, P. & Kezar, A. (2003). Taking the reins: Institutional transformation
in higher education (American Council on Education/Praeger Series on Higher
Education).
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The findings add to the existing literature by looking exclusively at the process
used in the planning and implementation as the focus of the study. This focus isolates the
strategic decisions made by change leaders in the pre-planning and development of the
process. Other studies in the literature examined the impact of other variables—campus
culture, campus climate, and financial pressures, for example—on the process but did not
examine the efficacy of the strategies used.
This chapter will provide a summary of the major findings of the study, an
interpretation of the findings, the context of the findings within the literature, the
implications for practice, limitations of the results, and recommendations for future study.
This chapter outlines the findings for the two institutions that were the focus of
the study presented in the preceding chapters. The initial qualitative research design was
a comparative case analysis designed to determine the similarities and differences in the
approaches to transformational change used by the institutions. The change initiatives at
each institution were similar in that they were both motivated in response to financial
pressures and enrollment challenges, involved the reorganization of academic affairs, and
were considered transformational by the participants. Discussion of the findings for each
institution will be completed independently. The relation of the findings to the research
questions will be summarized, and an overall description of how the strategies were used
will also be discussed.
Summary of Findings
Similarities in the major emergent themes discovered through the analyses include
faculty engagement, communication, and transparency. Both institutions employed all
five of the core strategies and several of the supporting strategies from the model. Even
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though there could not be a direct comparison of the approaches and the strategies for
implementation used by each institution, the study did show the relevance and
applicability of the strategies of the model and the importance of the themes in
transformational change.
As stated in previous chapters, the findings for each case were presented and
discussed separately. The data collected about NESSU showed that there had been and
continues to be a great deal of change happening. NESSU was initially chosen because of
ineffective strategies used in a reorganization. The ensuing fallout of the ineffective
strategies in the 2009 reorganization included protests by faculty and students, eroding
trust between the administration and the campus, creating a toxic environment, and
devastating the morale of the faculty and staff through poor leadership.
The financial situation at NESSU was critical and warranted immediate action.
However, the reactive decision by the president to not include faculty in the discussions
and planning resulted in failed attempts to lead and effect change. Faculty were
eventually allowed to be involved in the process to plan and implement the
reorganization. This was done only after the faculty senate president intervened by telling
the university president that if she did not have the support of the faculty subsequent
attempts to create change would fail. And, the initial exclusionary approach lacked
transparency and inspired distrust from the university community.
However, it was found that almost everyone that had been involved in the initial
reorganization at NESSU was no longer at the university except for one individual.
Fortunately, that individual agreed to participate in the interview. The participant was
able to provide enough of a detailed description of the initial academic affairs
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reorganization change process to be included in the analysis. They were also able to
provide information about the current transformational change at the institution that
includes developing a vision for academic affairs.
The participant was also able to provide the names of additional candidates for the
study both of whom were contacted. One agreed to participate, and the other was
unavailable. However, the validity of the findings is not impacted by this limitation as the
differing strategies are compared to the same model. The analysis was complicated by
comparing unrelated change initiatives and perspectives from NESSU with the findings
from UNU. This was resolved by abandoning a direct comparison of the findings in favor
of a discussion of the strategies about the initial reorganization, the current initiative to
develop a vision for academic affairs, and general approaches to transformational change
in higher education.
The next section will give a brief overview of each change initiative and include a
discussion of the findings within each research question. The findings for both
institutions will be included in the same section.
Research Questions
Research questions one and two sought to identify what the two institutions did,
what worked and what did not work, and what they learned. Analysis of those responses
provided the answer to question three: how to use the strategies from the model to reduce
missteps in leading transformational change.
Research Question 1: What strategies, processes, and or approaches were used in
the planning, development, and implementation of the reorganization?
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Research Question 2: What strategies, approaches, and or processes would have
been done differently? Why? What would have been the alternate strategy, approach, or
process used?
Research Question 3: Does using the five core strategies help reduce missteps
associated with transformational change?
The Initiatives
The transformational change initiative at UNU restructured academic affairs by
removing the silos and artificial boundaries created by traditional academic structures.
The new academic structure eliminated colleges and departments and created
interdisciplinary academic groupings, focused on the large complex problems of the
region and global society. The new academic groupings, through a redesign of the
curriculum and the development of new pedagogies, facilitated a different way of
teaching students to think—to prepare them to be successful in the 21st-century workforce
that requires innovative thinking, which crosses disciplinary boundaries. Traditional
academic structures emphasize disciplinary expertise and incentivize specialization. They
also deemphasize the importance of interdisciplinary collaboration as a curricular
structure. The new organizational structure of academic groupings allows for fluidity and
agility in adapting curricular content to the current or emergent pressing problems in
society.
At NESSU, two transformational change initiative processes were part of the
study—a reorganization of academic affairs in 2009 and the strategic vision for academic
affairs:Pillars of Excellence (pillars). The 2009 reorganization was an example of a failed
attempt at transformational change. The information gathered in the interviews regarding
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the initial reorganization in 2009 was from the perspective of a participant, rather than a
change leader.
Data collected regarding the second change initiative was more robust. The
perspective of this participant was as a change leader in academic affairs. As such, the
research findings were predominantly based on the second initiative, the process to
develop the pillars of excellence. The pillars of excellence established a baseline of
practices that defined what excellence was in academic affairs at NESSU. The pillars
served as a framework to incentivize the development of innovative ideas and to guide
the investment of limited resources in academic affairs.
A third change initiative in the findings was the reinvigoration of one of the
academic colleges within NESSU. This third initiative was not a formal part of the
academic affairs process but was part of an overall revitalization of the university.
Participants’ responses focused mainly on local strategies at the college level to engage
faculty in elevating the rigor and quantity of research and the quality of teaching.
RQ 1: What strategies, processes and/or approaches were used in the planning,
development, and implementation of the reorganization?
The state board of higher education, recognizing the need for a change, hired the
new president of UNU in 2015 to lead transformational change. During the campus
interview and subsequent preparation to begin his tenure, the new president touched on
the ideas of the academic groupings to address the challenges faced by UNU. Initial
meetings with the academic leadership and a small group from across the university
included transparent conversations about the financial situation of the university and the
need to distinguish the institution both regionally and nationally. Indicative of UNU’s
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collaborative approach to the planning process, the next phase engaged the academic
leadership and other stakeholders to create the initial version of the new academic
structure and the new mission statement for UNU.
The foundational approach and philosophy for the change at UNU was a “design
thinking” approach. Though there is no universally accepted definition of design
thinking, it can be described as an iterative approach:
Design thinking helps us in the process of questioning: questioning the problem,
questioning the assumptions, and questioning the implications. Design thinking is
extremely useful in tackling problems that are ill-defined or unknown, by reframing the problem in human-centric ways, creating many ideas in brainstorming
sessions, and adopting a hands-on approach in prototyping and testing. Design
thinking also involves ongoing experimentation: sketching, prototyping, testing,
and trying out concepts and ideas (Dam & Teo, 2020, para. 4).
The design thinking approach is supported by Kezar’s (2014) argument for a
campus climate that is risk-tolerant, grounded in trust, and engages the relationships of
the campus community. The importance and value of planning the implementation
process and building in iterative feedback loops is part of the process of the design
thinking approach (Edmonson, 2015).
The primary objective of the UNU change initiative was to be “transformative to
ourselves, our students, and our community to meet the needs of the 21st century”
(participant, personal communication). Each participant had a different role in
implementing the new structure, and all of the participants touched on each of the
overarching thematic categories that organically emerged in the analyses: engagement,
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communication, and preparation. While perspectives differed, participant responses
created a clear picture of the changes required and the approaches necessary to achieve
those changes. Each participant discussed the financial difficulties of the university, the
impacts of declining enrollment, and low retention rates.
NESSU’s vision for academic affairs (pillars) was a collaborative and transparent
process that had extensive faculty involvement. Though the initial idea and conversation
were started by the provost, the final product was the result of the input and work of
faculty and staff. This approach was grounded in an unwavering commitment to faculty
governance structures and the full engagement of the faculty. This grassroots approach
allowed for the ideas that ultimately formed the vision for academic affairs to emanate
from a bottom-up initiative rather than a top-down mandate.
This approach is similar to the approach advocated by Kezar (2018) wherein the
change leaders use multiple approaches tailored to the change needs and culture of the
campus. For example, NESSU utilized both traditional top-down and bottom-up
grassroots approaches that facilitated the overarching themes of engagement,
communication, and preparation. These themes were present not only in the approach to
the vision for academic affairs, but also with the reinvigoration efforts in the academic
college.
Theme 1. Engagement
UNU took a collaborative approach to planning and implementation, engaging
faculty and the campus community in the process. Participants discussed the
collaborative efforts of the new president, noting that the president’s presentation of the
vision for the new structure was expressed clearly, appropriate to the campus culture, and
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demonstrated the transformative potential for the institution (Bourgeois & Nize, 1993).
The collaborative process and commitment to faculty engagement included faculty
having a major role in developing the new structure. While faculty were generally
supportive from the outset, some were initially skeptical but ultimately adopted
leadership roles during the implementation.
Similarly, participants from NESSU outlined a process that engaged faculty and
staff through formal invitations to serve on a design team or review panel and informal
opportunities to participate, open to the entire campus. The visioning process employed
“vision panels” that were intentionally designed to provide many opportunities as
possible for input to the process. Key to the strategy of engagement was a commitment to
transparency throughout the process. Sessions were open, minutes were available, and all
vision panels were video recorded and made available to the campus community.
Theme 2. Communication
Communication was a key strategy for maintaining engagement and motivation
about the change. Participants’ responses framed the topic of communication as both a
strategy and a challenge to create change. In general, communication referred to the
content and the mechanics of the messaging. Participants discussed the need for frequent
communication with a clear message, delivered repeatedly and in multiple ways. This
transparency in communication helped prepare the campus for the change process but
also enhanced the credibility of the change leaders.
Mechanism.
Change leaders at both UNU and NESSU used town-hall meetings, focus groups,
and design-team meetings to communicate with and inform the campus about progress.
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These forums served as opportunities for faculty to be involved in the process, provide
input, give feedback, and facilitate new interactions across the campus. Communication
was also a strategic way to facilitate a collaborative approach to developing the vision of
the new academic structure (UNU) and vision for academic affairs (NESSU).
Messaging.
The frequency of the messaging and the mode of delivery were important in the
communication strategy. UNU change leaders learned that clear and concise messaging,
delivered consistently, from one of the individual change leaders rather than an
administrative office (Office of the President or Office of the Provost), helped to
personalize the change process throughout the campus. This strategy emphasized the
importance of engaging individuals directly and maintained the collaborative tone of the
process.
NESSU provided regular updates on the pillars via the Provost’s website. The
president hosted an annual ‘welcome back breakfast’ to share the progress made with
respect to the president’s goals and the current state and health of the university. These
breakfasts also welcomed the new “tenure class” of faculty, showing the university’s
commitment to providing resources and funding for faculty. All of these efforts helped to
increase the morale of the campus community and to continue the healing that is still
needed after a number of traumatic and drastic changes. The approaches to messaging
differ in their authorship due to the structure of the change initiatives. Wherein UNU had
a formal institution-wide initiative with a steering committee and design change team,
NESSU had separate initiatives that were not explicitly presented as institution-wide.
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The pillarsof excellence were a specific initiative within academic affairs, and the
Provost’s blog was an appropriate communication method. The president was the
designated change leader of the “president’s goals” and hosting a breakfast was an
effective and visible way to communicate progress, celebrate achievements, and to
outline the next steps to achieve the president’s goals.
Engagement in the process.
One feature of the collaborative approach included multiple opportunities for
faculty and staff to be involved in the change process. There were formal invitations from
senior administration for faculty to serve on committees in addition to town-hall
meetings, focus groups, and faculty-led discussions to shape the academic groupings in
the new structure. At NESSU, the project proposal structure and review process were
designed and implemented by the faculty.
All participants interviewed at both institutions stressed the need to have frequent
communication, to take the time to have the tough conversations, and to listen to the
faculty and their ideas for the vision. Methods of communication included weekly
updates during the planning phase and monthly updates during the implementation phase,
a president’s blog, committee reports, and various campus conversations. Communication
by all accounts was considered crucial to the collaborative transformational change
process and to prepare the campus community for the change. Unique to UNU, a
transformation timeline was developed to show progress, highlight ways that faculty
contributed to the initiatives, and also provide a clear and concise picture of the
transformational change initiative.
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Employing the methods of communication outlined in this section support the
strategy of persistent and persuasive communication (Eckel & Kezar, 2003). The absence
of communication was a significant contributing factor to the failed attempts by the
former president of NESSU in the 2009 reorganization. That absence was contrasted by
the strategic, abundant, and varied strategies of communication in the UNU change
initiative.
The findings on the importance of communication were congruent with Govender
and colleagues’ (2005) claim that effective communication is a primary factor and a
crucial skill needed to lead transformational change. The importance of effective
communication and transparency are found throughout the literature on leading change
(Bolman & Deal, 2018; Eckel & Kezar, 2003; Edwards, 2007). The supporting strategy
of communication is directly linked to supporting flexible vision and visible action (see
Figure 5). As defined by Eckel and Kezar (2003), a flexible vision provides the objectives
and the general direction of the change initiative rather than a proscribed and inflexible
method of implementation. That flexibility requires trust and an ability to communicate
the progress, showing visible action. Communication is also a key strategy to the iterative
review and calibration required by the design thinking approach.
Theme 3. Preparation.
Transparent and frank conversations about the challenges facing the institution
were crucial in preparing for change as acknowledged by both institutions. Furthermore,
preparation for change took multiple forms in the course of the transformational process.
One participant discussed the importance of capacity building and ensuring that the
faculty had the necessary skills to lead the change. At UNU, capacity building strategies
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included bringing in a consultant to lead workshops on how to run and facilitate an
effective design meeting, providing the financial resources to send faculty to conferences,
and providing training on how to redesign a general education curriculum.
NESSU identified financial resources to provide faculty with the necessary tools
and equipment to conduct the competitive level of quality research. Another participant
stressed the importance of being transparent about the challenges facing the university
during conversations with the faculty and staff. By addressing the financial pressures and
possible budget cuts before it became a crisis-driven response, faculty and staff were
reassured of their importance and their role in the planning and implementation process.
The strategy of staff development was evidenced the least by NESSU. This is in part due
to the nature of the change initiative.
The overarching themes and the strategies used by each institution all support or
relate to one of Kotter’s Eight Steps to Organizational Transformation (1996/2012). For
example, the shortened timeframe at UNU helped to create a sense of urgency; the
collaborative efforts of the steering committee at UNU and the design-team at NESSU
were a powerful guiding coalition; the president’s idea of the academic groupings and the
provost’s pillars of excellence (pillars) served as the theoretical framework for a vision;
and communicating the vision was achieved through townhall meetings, focus groups,
vision panels, and informal conversations.
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RQ 2: What strategies, approaches, and/or processes would have been done
differently? Why? What would have been the alternate strategy, approach, or
process used?
When people are not used to experiencing change, it is difficult to anticipate all
positive or negative consequences. In the case of UNU, there was a shortened timeframe
to develop and implement the change. All of the participants discussed the brief time in
which the new structure needed to be planned and implemented. Sufficient time to
complete all the necessary analyses, discussions, and preparation was central to achieving
the intended changes.
Kezar (2018) and Kogler et al. (2009) advocated for taking time to plan the plan.
Even though participants lamented not taking the time to complete a thorough analysis of
the decisions being made, negative impacts on the progress and the campus were
minimal. Moreover, even with sufficient time for analyses and assessments, Heifetz and
Linsky (2017) agree that mistakes and missteps are an inevitable and inherent risk of the
disruptive process of transformational change.
At NESSU, the initial approach by the president to the reorganization in 2009
resulted in damaging the relationship and trust between students, faculty and,
administration. At first, the faculty were not engaged in the process. Though a financial
crisis was the primary motivator for change, the faculty did not view that as license to
circumvent and ignore established faculty governance and engagement structures. The
university president only agreed to allow faculty to participate in designing the new
college structure on the insistence of the faculty senate president.
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The costs of the president’s failed attempts at change are not easily quantified in
financial terms. These prior failures to change made future change efforts more laborious
and imposed greater demands on faculty, staff and the campus community. Any new
attempts had to simultaneously address and correct the errors from the prior efforts,
diverting resources that could be used to reinvigorate the faculty and to foster innovation
in developing and implementing new change initiatives. NESSU is paying the debt of that
failed change by having to focus resources on supporting and healing a a community that
has been grieving for almost ten years (Scott, 2004).
Participants from both institutions mentioned that change leaders need to be
sensitive to how the people who are most impacted by the change are prepared and
supported. At UNU, one participant underestimated the impact of even small changes on
people. Another participant cautioned that leaders need to be mindful that when there is a
major change, it is those who have the least power that feel the most vulnerable.
Similarly, the current senior leadership at NESSU noted almost immediately that
the campus was not ready for a large and formal strategic visioning process. They
realized that the campus community was still grieving, and many were “shell-shocked”
from budget cuts and layoffs of faculty and staff. The leadership, instead, used the first
couple of years to reestablish trust, develop relationships, use small wins to build political
capital, and lay the groundwork for an eventual strategic vision. Had the institution
attempted to implement change too soon, and without transparency, it would have
reversed the progress made and momentum towards healing within in the university
community.
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Ultimately, the implementation process is about the people directly impacted by
the intended changes. Though the outcome of the change initiative is important, attention
to the impact of the process on the campus is critical when developing and implementing
transformational change (Bolman & Deal, 2018; Frydman et al., 2000).
RQ 3: Does using the five core strategies help avoid missteps associated with
transformational change?
The theoretical framework for this study was based on the strategies for
transformational change identified by Eckel and Kezar (2003): senior administrative
support, collaborative leadership, flexible vision, staff development, and visible action.
Table 1
List of Strategies from the Mobile Model for Transformational Change

Core Strategies
Senior Administrative Support

Supporting Strategies
Framing issues in a broad context

Flexible Vision

Setting expectations and maintaining
accountability

Staff Development
Visible Action

Persuasive and effective communication
Invited participation

Collaborative Leadership

Opportunity to influence results
New interactions
Changes in administrative and governance
processes
Moderated momentum
Supportive structures
Financial resources
Incentives
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Table 1 continued.
List of Strategies from the Mobile Model for Transformational Change

Core Strategies

Supporting Strategies
Long-term orientation
Connections and synergy
External factors
Outside perspectives
Framing issues in a broad context

Note: The lists of strategies are organized in a table for presentation and do not represent
a relationship between the two columns. Adapted from Eckel, P. & Kezar, A. (2003).
Taking the reins: Institutional transformation in higher education (American Council on
Education/Praeger Series on Higher Education). Lanham, MD: Rowman & Littlefield.

This research found that all of the strategies and processes used by UNU to plan
and to implement the reorganization fell under one of the five core or fifteen supporting
strategies found in the model (see Table 1). As stated in the findings, the different actions
or steps taken during a change process were not limited to supporting any one particular
strategy but were interlaced throughout multiple strategies. Discussion of those strategies
will be set in the context of the entire framework as a connected network of strategies and
actions.
The approach of UNU to achieving the final structure and making the necessary
changes primarily reflected the strategy of flexible vision. The president provided the
initial idea of the academic groupings, the initial cross-disciplinary team developed the
objective of the new mission, and those became the broad vision that the university began
to develop through a variety of methods.
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One of the methods participants discussed to develop the vision was directive
learning. Directive learning is the development of objectives before employing an
“engage and discover what you can” method, using what you learn to improve the
process. This approach afforded the flexibility required to navigate unforeseen
challenges. This approach was especially valuable for UNU since there was no existing
model for developing and implementing the new structure.
A transformation timeline was developed later in the process when change leaders
realized that they needed some way to, not only moderate the pace and amount of change
but also to better communicate the change initiative to various audiences. The
transformation timeline documented and helped focus the efforts of the change initiatives.
It also served as an example of taking visible action by showing progress towards the
goals of the change process.
Capacity building activities described in the previous section are examples of the
“programmatic efforts to prepare people” for and to lead change from the staff
development core strategy. These activities were made possible by the efforts of senior
administration to provide funding for incentives and activities to support the change
effort. By supporting staff development initiatives, faculty were engaged in the process.
They learned about how to affect the change and developed a shared language and
definition of the new academic structure; key activities of the collaborative leadership
strategy.
The lessons learned, things to be mindful of, and words of advice from
participants all cautioned against abandoning the perspective of the people impacted by
the change. Change leaders should be aware of the impact of the pace and the amount of
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change on the campus community. Moving too quickly to change structures or processes
would not allow time for adequate planning and preparation. Several of the strategies
support the theme of engagement and collaboration. Creating a sense of urgency (Kotter,
1996/2012) should not impact the efficacy of the change process and strategies.
Transformational change, by definition, is deep, pervasive, and institution-wide. The
strategies in the model are a network of micro-decisions that help change leaders to
moderate the momentum of the transformational change efforts.
Overall this study found that UNU, despite not having a formal model or plan for
change, initially incorporated the principles found in the core strategies. The expertise of
the change leaders allowed them to easily course-correct and adjust the strategy to
address mistakes or to manage unintended consequences. The simplicity of the model
illustrates that the strategies can be employed by institutional change leaders who may be
inexperienced at leading change. The collaborative leadership strategy can help ensure
that a diversity of opinions and strengths are involved in leading effective change.
Implications of the Results
The “how of change” (Kezar, 2018) is the philosophy or strategy employed in
developing approaches to change. This study identified the “how of change” used by two
institutions engaged in a transformational change initiative. UNU was intentional and
thorough in their approach. The effect was to aid the establishment of the new
organizational and academic structure while reducing costly missteps during the process.
Two change processes were examined from NESSU: the first was an example of
how not to lead change, violating several of the core strategies. In stark contrast to that
first failed attempt in 2009, the second change approach, developing the pillars of
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excellence, was successful; and by employing several of the strategies, helped to heal the
damage done by the first attempt.
The impetus for change at both institutions was primarily financial. The
difference in and effectiveness of the approaches was exemplified by the dramatic
contrast of leadership through change in challenging times. Responsiveness to external
pressures and challenges allowed for a more inclusive and collaborative process, whereas
reaction at the time of crisis demands immediate and drastic action. This difference in the
two approaches is the most significant for the “how of change.”
In crisis mode, decisions are made in a reactionary and expedient manner that
often will not allow for collaboration or provide support for any of the core strategies.
The immediacy of the action overrides the governance and engagement of the faculty.
The changes made at UNU were in response to financial pressures. Nevertheless, the
need for transformational change did not coincide with a crisis requiring drastic
measures.
The reasons for the change were as expected: financial pressures, capitalizing on
the opportunity to improve and grow, and in response to challenges, with respect to
enrollment and retention. Both change initiatives at NESSU were in reaction to financial
pressures, resulting from declines in enrollment, retention, and state funding. The first
attempt was financially and politically costly. The negative impact of that first attempt
still had a tangible effect on current approaches to transformational change almost ten
years later. The wellbeing of the campus community was a primary focus in the strategies
and approach to planning and leading the second change initiative.
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The “how of change” referred to the strategies, process, and approach to
implementing change. It centered on those constituting and subject to the process,
including sensitivity to the fear and uncertainty felt by the community, and especially the
staff. Change leaders took a moderate approach to the scale and pace of change in light of
the fractures and fragility of the community at NESSU.
This study provides evidence for the claim that transformational change requires
leaders to have patience and a long-term vision of the change. When change leaders have
an awareness of their strengths and limitations related to understanding and leading
change, they can mitigate any shortcomings by employing the model. To that point, this
study also supports the importance of, when possible, having adequate time to develop
change strategies that aspirational and attainable.
Deep and pervasive changes inherent to transformation may present challenges
for those subject to change, despite being applied incrementally. In this respect, the
achievement of short-term objectives does not reflect success in transformational change,
but proof of progress towards deeper, long-term goals. This study also evidences that
adherence to the core strategies can mitigate the potential for the change process to
exacerbate any preexisting difficulties or complicate the transformational change
initiative.
A post-implementation perspective was the approach adopted in this study. The
findings of the study evidence the efficacy of contemporary approaches, recent
ineffective changes, and the impact of the process on the campus.
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Limitations
Data collected from both institutions illustrates the strategies used in their
approaches to transformational change. The philosophies and approaches used by change
leaders demonstrated their openness to new methods, while maintaining realistic
expectations of success. Participants expected that the findings in this study would be
used to determine what did not work, learn from it, and incorporate the lessons to
improve the process.
During the interviews, it became clear that the scope of transformational change
and the roles of the participants differed from one another. Their experiences could not be
anchored in a common transformational change between the two universities and change
initiatives; discussions by participants from the same institution were incomparable.
Though the selected institutions and participants met the criteria, analysis revealed that a
true comparison would not be possible.
Since a direct comparison was not possible, the findings for each institution were
presented as a single case study in separate chapters. Both cases were analyzed with two
iterations of coding, one for emergent themes, and the second, using the framework in the
Mobile Model for Transformational Change (Eckel & Kezar, 2003). There were
similarities within the emergent themes, and both institutions employed several of the
strategies in the model.
Findings were presented differently in each chapter. For UNU, the findings were
presented in two sections: 1) the themes found during the initial coding analysis and 2) an
in-depth analysis using the framework of the model. The findings for NESSU included
emergent themes from the analysis, as well as findings supporting the model. These were
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organized according to the themes that emerged through the analysis, even though there
was not a common change initiative discussed by the participants. Findings relating to
strategies from the model from NESSU were interwoven throughout the chapter as part
of the presentation of the themes. Given the difference between the two institutions and
the participants from NESSU, this hybrid analysis illustrated how the strategies from the
model were related and relevant to the major themes.
Future Study
This study examined the experiences of change leaders, retrospectively. In light of
the significance of the process on the “how of change,” staff and faculty perceptions of
the change process may be an informative area for future study. This may include an
examination of the opinions of faculty and staff and how they differ from, or support,
those of the change leaders.
Another area for future study may involve an examination of the change process,
through a particular core strategy from the model: In particular, assessing the impact of
the staff development strategies for capacity building and preparing the campus for
change. Capacity building helps prepare faculty and staff to lead the change and also
creates an understanding of what exactly is changing and what adjustments would be
required. The skills to lead transformational change may not exist on the campus. This
study has shown these skills are a necessary part of a successful strategy in leading
transformational change.
Conclusion
In this study, the effective transformational change processes asked the question,
who do we need to bring to the table? What do we need to provide to ensure they can
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lead the change? Whether the change is planned or unplanned, crisis-driven, or
strategically developed, asking these questions at the beginning and throughout the
change process helps create effective strategies for a successful, transformational change
implementation process.
The study was premised on assessment of transformational change, rather than
incremental, policy level or operating procedure changes. Though these are hard to
achieve, they are simple in their nature as first-order change. By contrast,
transformational change is deep, pervasive, and intentional, requiring a fundamental shift
in campus culture and its community sees itself with respect to the future state, the
outcome of the change process. Ultimately, it is the human element that transforms the
organization, as described by the phrase “organizations do not change, people change”.
This study presumed the importance of the people constituting the process of
change. Though the plan is a product, the process is about people. The planning of the
process is one of the few things change leaders can control and influence, through an
intentional commitment to involve and support others in the, otherwise, potentially
destructive nature of transformational change. The model strategies were all
interconnected with the capacity building of those involved in leading change to do so. In
addition, capacity building of the campus community through specific programmatic
efforts to educate the community about the change and how to adapt in the new
environment are integral to effecting successful change. This study showed that an
effective planning process can be, in and of itself, transformational for those involved, by
using the concepts and framework found in the Mobile Model for Transformational
change.
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At the end of the interview, participants were asked to provide observations or
words of wisdom. One stated, “change is messy, no matter how much you plan for it.”
Another said their strategies “were to support faculty professional development, to seek
external funding, [and] to get people together in conversation.” One participant’s
statement sums up the goal of the process of change in higher education:
The drive towards an integrated view of education where you see the beauty of
how the disciplines come together to create new things, to create vision, and
imagination, innovation, and the tools to implement them is what this whole
process has been about.
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APPENDIX B –IRB Renewal
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APPENDIX C –Interview Protocol

Gillespie Interview Protocol
The purpose of this research is to explore the processes and strategies used in
implementing a transformational organizational change at The University of X.
Thank you for agreeing to this interview.
1. Can you begin by telling me a little about yourself and your role in the
university’s reorganization?
2. Tell me about your reorganization/change initiative.
a. What was the motivating reason for undergoing an organizational
change?
b. Was it a planned change or one reacting to external pressures or crises?
• Top down? Grassroots approach?
Planning Process and Plan Development
3. What were the strategies or specific steps used in the planning process,
meaning the planning to plan and the development of the plan?
a. Was there a theory or approach that was used?
b. Who was involved in the change process? (CL, SAS)
• Who had input to actual plan?
• Grassroots or top down?
c. Who led it? (CL, SAS)
• Committee? Senior Administrator?
d. How long did it take? (long-term orientation)
• Was there adequate time to plan the plan?
Implementation Planning and Execution
4. What were the strategies or specific steps used in planning and executing the
implementation?
a. Who was involved in the implementation process? (SAS, CL, SD, FV)
• Administrators? Staff? Consultants? Different than planning
personnel?
b. How were people informed about the implementation process? (FV,
VA, communication)
• Maintain momentum
• Evidence of progress
• Interim goals?
c. Was there a timeline or a method to control the amount or rate of
change? (FV, SL)
• Periodic assessment/check-in on impact of change
implementation (change fatigue)
d. How were people prepared for the change? (SD: supportive structures)
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•

How to lead change? Manage resistance to change? How to
handle impact and stress of change?
e. What mechanisms, if any, were in place to involve other stakeholders
and the campus community? (CL, FV, VA: communication)
Post-Implementation Evaluation
5. Can you tell me about those strategies/steps that were the most effective?
a. Why were they successful?
b. Were there any surprises?
6. Tell me a little about those that were not effective.
a. Why weren’t they effective?
b. Were there any surprises?
c. How/when did you determine that something wasn’t working?
d. How did you address the issue?
i. Was it identified and corrected during the implementation?
7. How would you describe the overall outcome and impact of the implementation
process of the change initiative?
8. What would you change or do better in any aspect of the planning or
implementation process?
Is there anything you would like to add to our discussion today?
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APPENDIX D –Interview Request Letter
Good afternoon.
My name is Allison Gillespie. I am writing to invite you to participate in my doctoral
dissertation study. While I hold a professional position in the Office of the Provost at The
University of Southern Mississippi, I am currently working on my degree in USM’s Higher
Education Administration Ph.D. program. The purpose of this research is to document the
conceptual framework used in the planning and implementation process strategy of an
academic affairs reorganization. The data collected will help expand the current information on
transformational change strategies. Participation will allow you to reflect upon your experience
and involvement with the reorganization.
I am reaching out to you because your leadership of the transformational
reorganization into discipline-based communities and clusters as president of UNU could
not more perfectly match the participant criteria for this study. Ideal participants for the
interview are academic leaders involved in the planning and implementation efforts of a
reorganization of academic affairs at a public institution of higher education. The
reorganization should have been initiated or completed within the last five years.
The allotted time for the interview is 30 minutes, but can be adjusted to accommodate
your schedule. It will be conducted via telephone, and the session would be audio recorded.
The transcript will be provided for you to review and ensure accuracy. Information collected
during the interview will be used as part of my formal research for my dissertation. While I
cannot guarantee complete anonymity of the participants or associated institutions, appropriate
measures including pseudonyms will be used in the study to ensure confidentiality.
Participation in the study is completely voluntary and you may discontinue
participation at any point. The data will be used in my dissertation. The results may also be
used for a presentation at a professional conference and/or published in a scholarly journal.
Upon completion of the study, audio files will be deleted and any electronic files or hard copies
of documents that are confidential or sensitive in nature will be deleted or shredded.
This research is being conducted under the supervision of Dr. Holly Foster. This
project has been reviewed by the Institutional Review Board, which ensures that research
projects involving human subjects follow federal regulations. Any questions or concerns about
rights as a research participant should be directed to the Chair of the IRB at 601-266-5997.
I do hope that you can participate in this research. Please respond to this email
invitation to indicate your interest and availability. Your acceptance of the invitation will also
serve as your consent to participate in the study. I will follow-up via email to determine an
interview time that is convenient for you.
Should you have any questions, please call me at 305-790-7589 or email
allison.gillespie@usm.edu. I look forward to hearing from you soon.
Sincerely,
Allison Gillespie
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